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FNTRODUCTTON

The Personnel Evaluation Tastitute was a relatively small mecting of
participants who came together because of their serious interest in the
evaluation of the pertormance of library personnel. Those attending were
from public, academic, and special lLibravies of varying sizes. 'his
diversity was according to ptan,  The Institute was desipgned to serve
representatives of libraries ot all sizes and types. A comment in a letter
sent by one who attended the Institur rveferred to the diversity as an
1"

clement that he appreciated especially, and he added, fhe mix was

fortuitous,"

Their common interest in problems related to performance evaluation
bronght the participants together. All had responded to the announcement
of the Personnel Evaluation institate as an opportunity to focus on the
process of evaluation, on procedures, and related problems. The announcement
described the Institute as a working conference for those persons who had
worked with goal setting and plans of service, those who had improved,
or wished to improve, their persommel administration and performance
appraisal, and those who would initiate programs as an outgrowth of the
Tnstitiute. Moreover, the participants would be encouraged to return to
their libraries with tentative plans to be carried out. A conference for
review and assessment of programs was projected for 1976.

Why was this Institute planned? 1n her remarks at the beginning of
the first sessiou, Miss Mary D. Quint, the Tllinois State Library Manpower
Consultant, identified two sources of background for the Personnel
Evaluation Institute:

(1) In 1969, the T1linois State librarv, in cooperation with the

T1linois Libraryv Association and the American Library Association, began
L

¥
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work ou the Illincis Library Task Aualysis Project (1LTAP). This three-
phase endeavor extended over a period of six years, and culminated with the

publication, in 1974, of Manpower Utilization in lLibraries: A Systems Approach,

bv Myrl licking and Robert . Boeth, The Personnel Evaluation Institute

was described by Miss Quint as a partial result of the writing of that book
and the continuing interest of the 1llinois State Library in the improvement
of manpower in !llinois libraries.

(2) Another source from which the Institute developed was a conference
at Allerton in 1974, sponsored by the Illinois State Library and the University
of 1liinois. The 1974 Allerton Conference was concerned with Collective
Bargaining. After that meeting, many of the Allerton Conference participants
expressed a desire for another conference planned to give attention to
personnel procedures, policies, and other special problems‘relating to

performance evaluation.

Thus, the Personnel Evaluation Institute was planned in direct response
te expressed interesis in performance evaluation, which had been generated
by a study of the utilization of library manpower and a conference dealing

with Collective Bargaining in Libraries.

1

The T1LTAP Advisory Committee consisted of Lester Asheim, Julius R.
Chitwood, Ruth Frame, Mary Quint, Agnes Reagan, Barry Simon, Barbara Slanker,
Delores Vaughan, and Thomas M. Brown, Chairman. Three persons, Myrl Ricking,
Mary Quint, and Thomas Brown, were members of the Planning Committee for the

Personnel Lvaluation Institute.

o
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Ubjeetives.
1111- objectives ol the Personnel Evaluation Institnte weve participant-
oriented.
Developing Plans
‘1) The first objective was to have participants begin to develop
plans to be carried out in their own orpanizations. This was the only
objective that was to be accomplished during the Tustitute,
Jmplementing Plans

) The sccond objective was that participants would implement their

2

plans in their individual work situations.
kEvaluating and Reviewing Plans and Activities
(3) The third objective was that participants would evaluate and
review the plans that had been implemented. A conference for review und
assessment was projected.

Design of the Institute,.

Information received from prospective participants influenced the
design of the Institute. There were strong reconmmendations for a program
that would provide opportunity and time for individuals to wurk on specific
problems relating to their ovn experiences. Snall group discussions and
individual conferences were indicated as needs. The time allotted for
speeches should be limited, so that the parti.ipants ccild talk freely
with each other about specific prchlems and seek special consultative
assistance from members of the Ins:itlite Staff. A flexibl:, purposeful
design was required. Much of the work ot the Planning Committee was
directed toward interpreting and meeting the recommendations from the

prospective participants. Several practi-al considerations were evident:



(1) With prospective participants of hiphly diverse backgrounds, a
Leasonably common frame ot reference would have to be established as early
in the program as possible. This would be important in the process of
commmicating. To this end, speakers were invited to prepare papers that
would present the basic flow of ideas. The decision was made te hegin with
a paper, basic in its approach, and dealing with the fundamentals of manage-
ment. A second paper would focus on the actual operation of the evaluation
process in a library setting. The next presentation would consider the
homan element in organization, tollowed by a discussion of qroblcms and
techniques related to performance evaluation. The last of these initial
presentations would be concerned with developing and using a personnel
evaluation svstem., lu addition to helping to develop a useful frame of
reference, these presentations would provide information about the special
competencies of the leaders of the institute Staff.

(2) 1t woulld be very helpful for the Institute $taff tu know as much
as possible in advance about the special concerns of those who were planning
Lo attend the Inscitute. The registration blank carried a request that the
repistrants list on the form their special problems and concerns, and these
were compiled for use in planning. Approximately one-third of the pnrtiéipants
sent lists in advance,

(3) Considerable variety in experience and academic preparation of the
Tnstitute Staff members was esseutial., Consequently, speakers and discussion
teaders were selected frem a variety of academic disciplines and organizational
sethings:

Miss Mvrl Ricking, co-author ol ersonnel Utilization in Librarizss:

A Systems Approach, brought tue experience of a personnel supervisor and a

apn
e d
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concern tor the human element in orpanization,

by, Harold Coe contributed the approach of an industrial psvchologist,
He had worked in the personnel field and as a departwent head in industrey,
in addition to his later experience as an academic departaent head and
teachier of Industrial Psychology,

Pr, William 1. Cree currently the Chairman, Departwent of Hanapement,
Fastern 11linois University, had useful experience to offer from the ficlds
ol Tudustrial Management and Business Administration.

br, Panl Mali, a protfessional wmanagement consultant, author, and
professor of Management, had a wealth of experience in the development of
personuel crvuln:ll'ilon systems for industrial and business organizations in
ihis country and other parts of the world.

Mr. Walter Curlev brought unique experience in manigement, providing the
vicewpoint of a professional librarian and that of a businessman. He ha<d
served as Director of Cleveland Public Library before moving to hiis rreseat
position as President of CGavlord Bros., lnc.

Dr. Richard 1. Miller, Associate Director {or Aca.cmic Affairs, Tllinois
poard of Education, is the autlor of many books and articles in education and
related fields, including personnel evaluation.

Similacly, the members of the Planning Committee and the Discussion
Lecders represented libraries of various types and sizes and included
librar, educators,

(4) Planning how to provide the tvpe of flexibility that the
participants desired was another practical consideration. The fact that they
wanted a propram that was not too highly structured could not be interpreted

to mean tha! they would not expecl an appropriate amount of organization.

i9
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Phe necd wan 1ol g Institete wratt member to pertorm o hal o vole, ooloing
aocobetantial contiibation to the content ol the proyram, ond cerviene alno
an o o speciob connaltmt 1o coordinate the activities ob the onstitate while
itowas i proveress, N pootessional Management Conuoltant, o Paol o Mali
anthor ot How to Maoage by Objectives, was enpaged for this porposes There
wos Lvequent commnnication with Dro Mali as the plans for the Tonstit e were
developine.  Problems amd concerns received in advance from the participants
were torwarded to Dy Mali, cad he was able to use these as he prepared
matevials to bring with him., br, Mali's experience in working with many

orpanications and proups was g opreat asset to the Institnte,  Approximately

one hour betore dhe Institute's tirst assembly, the Opening lancheon, Dr. Mali

was introduced to a cluster of particioants in the Alumnil Lounge., Between
sessions thereatter, when he was noo conterring with Sta”f members, he could
be located somevhere in the center of an intercsted group of particinant e,
Repeated!v thev asked one question: "Where did you find him?'" br. Mali
performed his dual role admirably,

One cexample of an appraisal .ystem that Dr, Mali brought was a booklet
that had been developed for Aetna Life and Casuvalty Company entitled,

A Managers Guide to Performance Planning, Appraisal and Development, It was

requested that this beoklet be included in the Proceedings of the Institute,
Permission to reproduce was granted graciously by Aetna, and the Company

supplied also their 1979 revision, which has a new title: 2ersornel Policies

and Programs, This booklet is included here as Appendix [11.

(5) VFinally, the Planning Committee itself contributed andther
practical consideration that became a criterion for the Institute. [his was
that ir addition to providing information, the mecting should be an

enjovable expevicnce,  The pace and format shouald be chamzed approy riately



Povt b b atron, ot wan that Yotlowinge o buay atternoog ot wog b gy,
Sessren by the dac s prosram ended wrth oo oaesttal mesicoal inter Tade by

M, tobo o, Price, an o accomnplishied pianist o trom the Fastern Dlbinogs

Py et basale o e wevond das, i lled wrth individoal conterences,
cronp drsenarons s and scencral nessron, ended with ae foatormat poe aad
rnnprtaan whhress oo e el ad L T e, Associate Director tor Academic
Atairn, Phbinors noaosd o Divher tdhication, N copy ot br, Mitler's
speceh g ot facladed inothe Proceedings, becanse it was not possible to
Aartaine tor o rtapinge taci bicies ot that time,)

With the tecommendaticngs trom prospective participants and the practical
considerations reviewed above, the Planning Committece developed a program
that was desipned 1o meet the objoctives of the Inasritute, {i'or a copy
che otticial Provram, please refer to Appendix 1))

Supported B LSeA Tirle Totands from the Tllinois state Library, the
Pevsome! tvalhvation tTastitate was held ia Charleston, 11linois, October 24-26,
1979, with tastern Hlineis University as co-sponsor,  Frances M, Poliard,
Chadroan o e Department ot Libravy Science, served as Chairman of the
Planninyr Committee and birector of the institute, A 1ogter of the Personnel
Pealnation Tastitote Statt tollows,

Department of Libracy Science Frances M, Pollard, Director
Fastern Tl1linois Uoiversity Personnel Evaluation Institute

Charlesron, ITl1linois
Sentember 26, 1974
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FUNDAMENTALS OF MANAGEMENT

By William E. Green

MANACEMENT is the art and scicnce of achieving objecrives through the
cooperatit  cefforts of numbers of people. We are concerned here with the
leadership function in a free society. The basic objective is to provide
the leadership necessary to achieve economic goals with a minimum of.
expenditure of human efiorc and time, in order to provide a maximum of
time and energy to be devoted to personal goals - cultural and recreational.
The object is to free people from back-breaking, brain-numbing labor.

This applies to the sound management of any organization. This objective
for the organizations involved in this program is much broader than in
many, because the purpose of these organizatioas is to assist in achieving
this objective for, not only the personnel in the organization but to
assist the general public in the same objective through dissemination of
knowledge.

The basic functions with which we are concerned aie to: PLAN,
ORCANIZE and CONTROL, the forces, factors and effects necessary to achieve
the primary service objective. These are broad classifications which are
defined to cover all of the functions of management.

PLANNINC - the mental function of visualizing an objective and
creating a sct of relationships which will achieve the objective.

ORGANIZING - the function of bringing together the necessary materials,
tools, equipment and personnel, in the proper proportions - quality and
quantity - to achieve the objective.

CONTROLLING - the continuin- function of comparing the achievements

of the operation against standards set in the planning function, taking

5 1
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FUNDAMENTALS OF MANAGEMENT

corrective action wherc achievements do not meet standards, and follow-up
to assure continued performance according to standards. The comparison
function of interest at the moment is that of comparing personnel against
the standards sct. Corrective action does not, in most cases, indicate
punitive action, rather, it involves more communication and training. The
function of comparison and corrective action with respect to pcrsonnel is
the responsibility of both'management and empleyee. It should be recognized
that where pérformance L7es not meet standards, the error rests with both
management and employee. Corrective action in this case should therefore
be viewed as a joint effort between manager and employee.

The Planning function is divided into two major sub-headings;
Creative Planning and Routine Planning. Creative Planning is the area
to which 1 would like to direct attention first, but before that we need a
definition of the objective. As indicated, above, the Primary Service
Objective is of major concern. This is defined basically as the service
which is desired, or for which we hope to create a desire on the part of
the customer. At this point your attention is invited to some very basic
thinking about the desires of customers with respect to knowledge and the
alternative means by which this knowledge may be made available to the
customer. In order to avoid the limitations of tradition, it is suggested
that your thought be directed to knowledge without regard to the form in
which it may be recorded or presented. This is the function of Creative
Planning.

From this vantage point let us proceed to examine briefly the subject
with which we are dealing and its importance. First, a brief examination

of the commodity is Knowledge, no matter how it is dispensed. The

10
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importance of knowledge is impossible to overestimate, because knowledge
is power. In general, we have come io think of power as the mechanical
power created by chemical or nuclear reactions but it is appropriate here
to consider a more basic approach. The value of all of clewe resources is
based in knowledge. If fact, t'wc resources which are so highly prized
today would be totally worthless without knowledge, the one facto: which
set mankind apart from other animals. Without knowledge man would be
condemned to constant drudgery in order to meet physical needs. Such
drudgery would leave him without the ability to appreciate cultural values
and to a large extent incapable of utilizing the mental capabilities with
which he has been endowed. From this it might be concluded that the
Primary Service Objective is to relieve man of his bondage due to the lack
of knowledge.

Accepting the Primary Service Objective ind:cated above, let us turn
our attention to some of the means of achieving the objective. Without
doing undue violence to the existing organizational structures, it is
suggested that some of the functivas be re-examined. For example, let us
examine the functions of acquiring the necessary materials for assisting the
customer in acquiring knowledge. This might be called the acquisition and
distribution of knowledge through use of all available media. The function
might be likened to that of Materials Manapem:nt in industry. This set of
functions involves not only the efficient management of the materials through
the processes of storage, processing and delivery to thhe customer. The
functions performed by those who dispense materials to the customer might
be likened to that of sales. This is literally the selling of a service,

one of the most difficult of sales tasks. There are several reasons for

iy
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the difficulty of such sales. One of the most obvious is the time lag
between the »-quisition of the service by the customer and the realization
of the benefits to be derived from the service. The function of sales and
public relations should therefore receive prime consideration in planning.
The opportunities for the type of enterprise described above are almost
limitless. Exploiting these opportunities will require imaginative
plunning and full cooperation of the total organization. With this type
of effort, the organization which assists people in achieving knowledge is
the leader in solving the problems of the world whether those problems are
economic, social, or cultural.

In examining history we find that the only populations which have
lifted themselves above serfdom or slavery are those which have acquired and
utilized knowledge. We find further :hat the vast majority of knowledge
now available has been formulated within the lifetime of persons now
living. Also, the greater portion of basic knowledge has been put to very
little practical use for the benefit of mankind.

At this point it appears appropriate to note the completion of a two-
hundred year experiment with a new political economic system based upon the
concept that 'fun is created with certain inalienable rights." This
principle was supported from the bepiuning by the concept that Knowledge
on the part of the General Publjc is essential to the success of such a
system. i aprears from the past two hundred years that the system is far
superior to all cthers, especially where the populace has access to knowledge.
The matters with which we are here dealing have to do with the future rather
than the past. A society is a living organization and as with any other
living thing there are only two states of existence: 1) progress, 2) stagnation.

Therefore, if we are to :ucceed, we must PROACT to problems rather than

18



FUNDAMENTALS OF MANAGEMENT

reacting. We must plan and look to the future to prepare for future
conditions before they arise.

We may conclude from the foregoing that proper application of
available knowledge could solve most of the ills now confronting the world,
Those of you in the business of assisting the population in acquiring
knowledge are therefore in the forefront of the battle against all of the
ills that beset mankind. With your diligent efforts we will achieve a
state of economic and cultural development which would agppear to the more
pede: Lrian thinkers as a complete Utopia. You, working in concert, can

acnieve these objectives,

HRY)
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Il LLBRARY DIRECTOR EVALUATES THE STAFF
By Walter W. Curley

Today we take = look at ''the big picture" in our pursuit of
"professional Crowth Thru Evaluation'. My job is to reiate the subject
to librarics. Before I begin, let me suggest the probability that pecints
made in this paper will not dove-tail with concepts presented by other
speakers, ns each of us spe <s from his own point of view. I also believe
that an under: zanding o” librar: management's vole in evaluation ot personnel
wili unecessitaic a tairly detailed look at thé total situation for which
the library director is responsible.

The first priority in a library manager's spectrum o duties is
(1) to insure service to the community. The next prioritv is to (2) work
effectiveiy with his Board of Trustees. Tn the universi-<y library this
governing, policy-making body will vary from the President's office to a
faculty committee. In the school or special library, it will be a far
simpler relationship with the next up in the chain of command. In all cases,
working with his boss is a must for any library administrator. (3) Only
here in his priority list does the library manager place his relationship
with staff. Thus there is frequently a wide gap between the ideal and the
real insofar as the library director's capacity to develop forward looking
and totally effeci.ve evaluative procedures is concerned.

Of the past 25 years I have spent 18 in public library service, and
six in the business world. Some of the personnel situations encountered
in each environment were peculiar to that environment. Many, however, were

common to any administrative situation in which one is responsible for the

productivity of large numbers of people.
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1 know I am expected today to point out differences in the evaluative
process as it relates to different types of libraries. This, however, will
not b- a major thrust of this paper for the simple reason that I prefer to
say only what 1 know to be true from personal experience and observation -
and my experience has been derived in the public library arena (I use the
word "arena" advisedly!). But whether Institute participants come from
large or small public libraries or from college or school or special library,
the points which 1 make should have some practical application to the situation
with which you cach are dealing.

So let me throw out my textbook and try to describe what it is like to
administer a large library - and how-that responsibility has both positive
and negative effects on managerial capacity to "do right" by the staff!

Developing the technical expertise to handle the challenges of eacn
cype of library administrative situation is seldom a problem for anyone of
moderate intelligence. But developing the objectivity and the sensitivity
and the strength to deal with large groups of people and with individuals
at various levels of power and responsibility - there is the cruncher!

And il is theve that we separate the men from the boys! (Or in this day of
'woman's lib' --just to mention one more problem--should I reparase that
observation and say fThere is where we separate success from failure!').

As T review in a kind of stream-of-consciousness style, the questions
which have plagued me for the past quarter of a century in my relationship
with staff, they flash on the call-board of my consciousness something like
this:

1. 1In my obligation to get the job done, how firm can I be without sceming

ruthless? i

2 Where does my responsibility to the library end, and my responsiblity to
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the person who works for it begin?

3. When does leadership require me to merely suggest, or to push and shove,
to do nothing, to retreat?

4. 1s communication all that important? Can't there be too much of it, a=
well as not enough? 1Is not there something to be said for administrative
strategy which keeps 'em guessing?

5. 1s there any problem which brings cut the worst in people faster and
creates personnel problems with greater speed than a shortage of funds?

6. As an administrator, am I able to take criticism, some of it deserved?
Can I handle deliberate or accidental misconstruction of my motives
and my actions?

7. How good am I at taking the blame for boo-boos pulled by my staff?

8. As a good administrator, can I, in conscience, pursue policies and
implement decisions of my Board, to which I am diametrically opposed
and which I am convinced are bad for the library which I serve, or for
the staff who work for us?

These are questions which beset an conscientious administrator as they
have beset many or you, The library director's dilemma is that he serves
three masters--

(1) the community (whether it be a city, a town, a campus,

an industrial concern, a hospital - you name it.)

(2) the people who are his bosses.

(3) the people who work for him.

While our concern here is to develop ways by which the three groups
are given correct and constructive evaluative treatment, the library director

can insure it only to the extent that the first two groups will let him!
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Let's briefly consider some of the lorces which are at work today to affect
the director's interest in, influence upon and treatment of staff.

Whenn 1 arrived at my last librarv assignment, fresh from a stint in
the business world, I recalled Wheeler & Goldhor's basic principle that
a good library administrator 'does whatever directing is required to get
his job done!"

I knew that an administrator along with his Board and his staf! has to
(1) make plans, (2) define the problems, (3) make decisions, (4) find ways
and means to implement Li~~o decisions and (5) insure proper follow-through
on action which had been implemented. 1 also wasn't overwhelmed to discover
that this would involve organizing an action program, selecting and carefully
instructing personnel, establishing and maintaining sound relations and
communication with my governing Board, with staff and with the affecteq
community as well! I soon discovered all over again that, unlike the
business world, great emphasis in the library world is placed on preliminary
study, selling of a program or course of action to the Board, to the staff,
to the community, justifying it every step of the way, defending it long
before results would reasonably be expected, living with board and staff
insecurity while the program or course of action is in its preliminary as
well as productive and final stages. In the large public library arena, it
soon becomes apparent that if one moves off dead center, one is suspect
nntil the success of the.venture finally proves inevitable. So - my
definition of a good library administrator, now that I have lived in both
the business and public world goes something like this:

He is the guy who sees what needs to be done and who can persuade

others that it needs to be done, and can inspire all of those involved to
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get it done. Who are th2 experte whose advice 1 have had cause to
remember! Well, being librarians, let us go back, way back to Nicolo
Machiavelli, whe in the middle ages became the progenitor of ideas which
still make a Lot ot sense., Lerd Macaulay believes that we mederns have
done Machin elli a great injustice when we think of him as sly or crafty.
Actually he was a sweel guy who wrote a couple of books in which he said
bet ter than anvbody else of his time, what most of the power--structure of
the day was doing aayway. His real fame cam= from his '"Discourses on the
First Decade of Livy' in which he presented the theory that politics are
above the moral law! 1T ask you--can you ‘hink of a quotition which is
jore modern, more immediate than that one? But to get back to his masterpiece,
"The Prince', he said a couple of things in that which still seem to be
true: For example: - '"Divide and rule". LEverybody quotes tiat these days
as "Divide and conquer' but that isn't really what Machiavelli said. ‘Wrat
he said is true, however. I have seen it work dozens of times in my
administrative life. The technique is to let factions have a go at one
another and while they are fighting, walk away with the prize - whatever

it may be. It usually means walk away with control of tre situation.

Something else that Machiavelli said I ha.c¢ tuind to be very true: "There
is nothing more difficult to conduct, or more u. . ain of success, than to
take the lead in the introduction of a new order of things." Amen!

On a more optimistic note, Machiavelli also said the following which is
very true - 'Where the willingness is great, the difficulties cannot be
great". Those of you who are library administrators, 1 submit to you, have

vou ever been able to cope with passive resistance from the staff when it

has been introduced to combat a new order of things? Have you ever ceased

[\
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to delight in the ease with which things have happened on those occasions

when everybody involved wanted it to happen?

The last thing that Machiavelli said that 1 remember frequently is that

"When neither their property nor their honor are involved, the majority of
of men live content.? This, 1 think is quite true. The problem is that most

~f the problems which crop up when dealing with large numbers of staff seem
to involve eitlier one or the other. One staff member does nct get a raise
he thinks lic deserves. llis property is involved. Another staff member does
a0t gat a promotion he wants. His honor is involved. I guess what I am
saving is that as an adminstrator it is not easy to win.

Next to Machiavelli, I value the opinions of C. Northcote Parkinson.
You are familiar with his works. In 1971 he wrote "The Law of Delay".
Since it seemed to hecome my way of life during my days as a library admin-
istrator, | quote certain pertinent remarks from it: Where Machiavelli
said "Divide and rule", our friend Parkinson points out that the modern
way to do it is to 'Delay and rule".

It works like this, rely on either a solid, dependable abominable

NO-man, or, as a final resort, look to a Prohibitive Procrastinator who is

the master-practitioner of the law of delay. Time was that every organization
had a fairly high-up supervisor or co-ordinator or staff man whose primary
responsibility was to say "NO'" to any suggestion or request for action,
regardless of its merits. Members of the staff would ordinarily receive all
kinds of encouragement until they ran hea on (by design not accident) into
the abominable NO-man, Only the most urge ind not always the most

important matters would seep through this formidable barrier to top
management, Today, there are new trends in administration which direct us

toward a more subtle but equally effective way of preventing progress.
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Projects or ideas which seem destined for implementation on the basis of
sheer value to the librarwv or its stalf can now be stopped in another way.
This new task has become a favorite modus operandi of more library Boards
of Trustees than | care to think about. 1t is practiced far less often and
far less successtully by library directors when dealing with staff., This
new device oes like this, One never says "NO". Instead, one says ''your
idea or plan has real merit. Ve will deal with it in due course'. Tt

achieves the same results as "NO" because it actually leads to negation by

delayv., The key is the amount of time involved. Varkinson illustrates

‘ his point by citing the example ¢ a drowning man who yells for help.
Tnstead of help he receives th mcouraging word ''You will receive help in
due course'. Then an estimit made of how long it will take him to

drown. And help will be sent a .0, sometime after that. It's a
marvelously subtle way to prevent action of any kind. '"In due course' 1is
a usual device to cool off an administrator's - 'ea fer what he considers

necessary and urgent action. 1n due course is frequently accompanied by a

request for further study - which not only prevents progress but mires the
eager—benver library director in such a complexity of inconsequential data-
gathering that he soon, even willingly, takes his eye off the ball. Once

he has done that - Voila! The law of negation of delay has worked again!

Fnough cynicism frem parkinson, even though it does harbor a lot of
truth. At a recent gathering of members of the American Academy of Political
and Social Science it was pointed out that the modern public agency director
now faces striking and rapid expansion of the number and varieiy of decisions
which are required of him on a day-to~day basis. He must als> racognize

the fact that real power inside his organization is much more widely
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dispersed than ecver before. Also, there is more sharing of responsibility

with outsiders. All of this adds up to ''loose control, diffused power,

plural centers of decisions". 1n fact, decisions are often a comnmittee
process.
Thus it becomes important for us here today to understand the limitations

which areplaced upon the library director's capacity to develop and implement
evaluative .riteria and - ctice.

A new director of a large public or univeristy library will often be
stunned to discover just ! w narrow his sphere of influence is, and just
how limited his options are in the decision-makiny process. The modern
library administrator must learn quickly to operate in a fluid environment.
(I wonder how many of them drown in that fluid environment while waiting
for old "in-due-course' to send help!) A nice quote from the academy can
be adapted to tell us that "the task of a public library administrator is
as difficult as trying to nail Jello to the trunk of a tree",

the old dictum that an executive's prime task was cto hire good men and
delegate full responsibility is only partly true today. The chief
responsibility of today's library administrator is to be able to meet a
series of unforeseeable crises on the road to an undefinable objective.
Planned~for contingencies never happen - something else happens instead.
The planning process gives useful training to the staff, but the plans
themselves are generally useless.

Modern stvle administrative leadership, library as well as other, is
now softlv couched in suggestion rather than orders even when deali on a
vertical plane. This is necessary as well as advisable becausc the amount
of tension inherenl in administration today makes the low-key style of

27
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communication necessary to survival, Several shouting matches a day would
quickly lead to the cardiac ward! The new state of affairs also imposes
new ethical burdens tpon the library administrator. It is now up to the
director himself to define the purpose of his wrk, It has not been and
will not be done for him by anyone elsc. From prehistoric times up until
today - when all that sort of thing has stopped - policy change nearly
always did come from the top! Not any more - cven when one thinks it is
still happening that way.

S0 - dream your dreams - devise vour plans - make your recomnmendations
for more cifective evaluative procedures - and when you bring your constructive
action program back to your respective libraries from this Institute, may
your babies not be thrown out with the bath water!

Now that all the cynicism is behind me, let me run before you those
evaluative dicta which I would emphasize if I were a library director
trying to bring out the best in his staff.

In Japan, and in many other countries, it is interesting to note that
any records of performance maintained for personnel emphasize only the
strength of the employee and ignore the weaknesses which all too often
receive undue attention in American personnel files. One practical reason
for the .Japanese system is the fact that firing of staff is virtually
unheard of and, thus, any attention paid to weaknesses or deficiencies
is so much wasted effort. Another more important reason is the fact that
great attention and respect are paid to a man's good image and to his pride
in himself. It makes for a much healthier, happier employer-employee
relationship than our more thorough and cautious American procedures do!

Tn my own experience it has proven practical to maintain evaluative

{
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criteria which c¢learly indicate the foliowing data about an emplovec:

(1) llis prolessionalism

(2) tlis abilit:r to execule

(3) MHis capacity to communicate - to work well with people

(4)  His imaygination (within the bound of the job assignment)

(5) Nis efficacy as a self-starter

(6) llis good personal habits

1t is wy firm conviction after a quarter of a century of working with
people that Lo get strength in any critical and demanding position, one must
put up with weaknesses. Failure to recognize this fact has led to too
many bland appointments in our libraries - placing in potentially dynamic
position people who get there by virtue of their lack of recognizable
weaknesses which often accompanies little or no strength. How many library
exegutives, for example, do you know who arrived where theyv are today not
by achicving, but by not of fending anyone!

1n the final analysis, the library director must be certain that every
aspect of the personnel policy insures the most careful regard to recruitment,
hiring, promotion, transfer and eventual retirement of the people best
qualified to serve the particular community which is the library's
responsibility. As no one else can, he must scrutinize, with total
objectivity, all of the personnel rules, procedures and practices which
attract Lo his library and keep in its employ those best qualified and most
willing to perform their duties well and happily.

Make no mistake about it, a library (public, university, school, special)
has a life of its own! It is a living, breathing organism--because it is

made up of people - very special people! Policies and practices which are
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supposedly dictated from above for the good of the library or the community
will not necessarily become realities. They may be accepted, rejected, or
partly digested, or totally regurgitated. The head will not always be
able to control the emotions of this organism - but the secret of sound
administration is to know how to do just that. I now have a lot more
concern for the importance of the emotional life of a library than I had as
a neophyte. Writing memos, pressing buttons, talking to people does not
necessarily make the giant stand up and walk!

Being popular with the staff is not nearly as important to me as it
once was. In any large library, just by virtue of being the boss, one
must accept the fact that this makes him "the enemy' to many., The trick
is in trying not to live up to that reputation. The administrator who really
doesn't give a hoot about the lives and problems of the staff should retire--
quickly.

No matter what the size or type of library, it is important that a

meaningful personnel file be maintained for each employee. It should contain:

(1) Evaluation reports

(2) Disciplinary reports, if any

(3) Evaluation of potential

(4) Records of accomplishments

(5) Other pertinent data which accentuates the positive - special

training, education, talents, etc. in addition to usual information.

(1) The evaluation report is usually a must in state and municipal library
agencies. It is most effective when it takes place at regular intervals
via a talk between employee and immediate superior. In actual practice,

it usually is not done well, or regularly, and is generally regarded as a
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distasteful task, which usually accentuates the little shortcomings rather
rhan the broader, wore positive aspects of an employee's performance.

[n Civil Service situations, for e¢xample, the evaluation report usually
becomes a vehicle for reward for not failing rather than for succeeding.

(2) Disciplinary reports are essential if administration is to correctly

<

evaluate whether an employee should stay or go! This is the area in which
the evall ition report becowes a weapon which protects the library from the
inadequate or marginal employee. 1In American libraries and other American
agencies, tor that matter, this negative purpose is the one primarily
served by evaluation reports.

(3) Evaluation of potential. 1In addition to any official evaluation form

which the library uses, I would recommend that the administrator maintain
for each promotable employee an evaluation record which indicates the following:

(a) what has the employec done well?

(b) what else, thercfore, might he or she do well?

(¢) what training should the employee receive to develop or utilize

existing strengths?

(d) would the administrator (or supervisor) like to work for that person?

In filling various library vacancies, these records of potential should
be carefully studied - and the person with the greatest strength, as they
relate to the job, should be given serious consideration! The job should
never be tailored to the individual!

Obviously, a library of any size is going to find this policy hard to
follow on occasion. After all, there are such things as seniority, unicn
rules, and Civil Service requirements to be cons.dered: This seews a
logical place to comment on another consideration of fairly recent origin

31
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--EBO requirements.

It may well be that a particular librarvy in tilling a particular
vacancy may notl, because of an EEO regulation, be able to place in that
position that person best qualified for it at this particular point in
time. ltlere the short range library objective must give way to the long-range
objevtive. 1In the final analysis it is hoped and intended that the library
and society in general will benefit from the practice.

Job evaluation is everv bit as important as personnel evaluation in all

sizes and types of libraries, 1t should be an on-going and thorough
process. It has been my observation that where this is not the practice,
jobs change their character and emphasis over the years and in the end,
often become not do-able! Any position in whicn there is frequent turn-over

of high-caliber personnel should be studied carefully with this possibility

in mind!

Job descriptions should be much more helpful than.they usually are! An
up~to-date and accurate job description should be available to every library
employee. It should do more than list the duties and limitations of the job.
Each position description should contain careful coverage and the full
range of demands it places upon the employee.

One problem in the library profession has been that it's library
school graduates are offered positions so small and limiting in scope
that abilities are not tested and challenged as they should be! The result!
The emplovee leaves or worse - he stays and deteriorates into a burned-out
and disgruntled staff member. In library school, all that can be shown
is promise. The real test comes in actual job performance. The library

profession regularly chews up dozens of promising librarians by its failure
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Lo mateh the challenges of the position to the potential ol the graduate.

If neither stimulated or challenged, or allowed to be, the new librarian

becomes totally disenchanted.

cial and constant cvaluation of all supervisory personnel should also

A spe

he standard operating procedure in all types of medium sized to large

librarices. Their impact on other personnel and on the library's public
ot fect iveness cannot be over-estimated, This practice is particularly
important in departments where personnel turn-over scems unusually high,

The real poal of a well organized and successful program of evaluation
insures eftective utilization of the poeple you have. It takes skill, time
and effort. To be truly effective, it should permeate line function. In a
library this is not always easily accomplished. 1In the small public, college,
school or special library, it should be done by the library director. In
tlie medium sized library the director and the head of personnel should
share the responsibility. In large libraries of all types, some evaluation
should be performed by line managers. I would urge caution in mixing new
management theories with old-line management., it can prove counter-
productive.

Veteran stpervisors in many libraries frequently resist any evaluative
procedures other than a "sealt-ol-the-pants' approach. In such situations,
careful explanation and gradual implementation of evaluative procedures is
required.

So bearing in mind that the library manager must first concern himself
wilh services, and must second obtain board support of his personnel policies
and procedures, we must heartily endorse his third responsibility to his

staff as a most difficult but rewarding one. The staff which enjoys the

ERIC

Aruitoxt provided by Eic:

cl
Co



20

TIE L BRARY DIRECTOR EVALUNTES THE STAFE

benefits of proper and 1egular application ot sound evaluative procedures

is a happy and productive staff. What more could any library director ask?

o
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THE HUMAN ELEMENT IN ORGANIZATION

By Myrl Ricking

In any approach to management, in any type of organization, it is
always a matter of priorities, and I have never had any doubts about
which element comes first,

It is the people element.

The human resource is obviously the sine qua non, the base on
which all the others are built, It has also probably received the
most lip service, consumed the largest amounts of time in the work
gituation (largely misspent) and, until the last few years been subject
to the leas: analysis and real understanding. It is the element people
most enjoy talking about and have the least success with,

One reason for this is that it is tie most difficult to objectify.
To twist Paul Goodman's title,1 people are personnel, personnel are
people, and this is what makes it so interesting and this is what
makes it so difficult,

In his latest book, Peter Drucker indicates the five basic
operations in the work of the manager,.

One, he sets objectives and '"'makes the objectives effective by

communicating them to the people whose performance is needed to

attain them.

"Second, a manager organizes... He classifies the work. He divides

it into manageable activities and further divides the activities

into manageable jobs, He groups these units and jobs into an

organization structure. He selects people for the management of
these units and for the jobs to be done.
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"Next, a manager motivates and communicates,  He makes

out ot the people that are
does that through the pract

it in his own relations to

responsible for various jobs
ices with which he works.

tte men with whom he works,

a team
. He

He does

He does

it through his 'people decisions' on pay, placement, and promotion.

And he does it through cons

tant communication to and fr

om his

subordinates, and to and trom his superior, and to and from his

colleagues,

"I'he fourth basic elemoent
moent .,

in the work of the manager is
The manaper cstablisaes yardsticks,.. He sees to it

cach man has measurements available to him which are fo
the performance of the whole organization and which, at the same

time,
He analyzes, appraises, and

interprets performance. As

medsure-
that
cused on

focus on the work of the individual and help him do it.

in all

other areas of his work, be comminicates the meaning of the

measurement g and their find

ings to his subordinates, to

superiors, and to colleagues,

his

"Finally, a manager develops people, including himself.'"

Which celement dominates?

Drucker sums it up succinctly:

manager works with a specilic resource: man,'™

1t the critical resource in

management is the human, th

function in the management of that resource is evaluation.

fads in personnel.

The

e critical

We go through

The dominant one in the last few years has been

utilizarion, and to be completely in style we had to call it manpower

i

utilization (thatv is, until womanpower forced that out of favor).

popular at the mowment,

daily iu its demands is "the role of the supervisor."

"in-service Lraining' is with us

And o

always,

Less

targelv because it is so old in time and so

f course

We have been skirting the issue in all of these approaches,

because anvihing we do towards more ¢ffective utilization,

evervthing

we do in supervigion and training is based squarely on evaluation.

But "evaluation'" -- that is that dreadful process on which

personnel otficers insist, at least once a year and always on those

pink or yellow forms that never express properly your precise meaning.
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(1 have tony suspected that the fact that the forms are alwavs on

paper of unusual color is an uncunﬂylousireflectlun of their separation
from the reality of the work. llave you ever seen an evaluation form
printed on white stock?) In organizations where the annual review is
done at the same time for all staff it becomes a veritable orgy in
which the entire staff - supervisors and supervised alike - visibly
brace themselves for the ordeal and shock waves move through the
organization: "It's that time again."

I would like to prupose that evaluation need not be traumatic if
we learn to evaluate performance, not personnel. Personnel evaluation
is not something we should be doing; it is not something we can do.

We have been glven some good shoves in this direction by the
equal employment opportunity movement. The evaluation of personal
traits and behavior and tlie evaluation of appearance and such iuctors
as marital status have been stripped by law from the employment process,
What matters is the skills. This needs to be done in the evaluation

process too.

Let us take a look first at the objectives of the evaluation pro-
cess itself. What are you trying to achieve by performance evaluation?
Getting the piece of paper back to Personnel within the specified time
and with the least possible damage to your own psyche and your relation-
ships with your staff? Too often this is the primary objective.
Unfortunately, the only thing achieved through this approach is the
return of the piece of paper. The psychic damage is enormous to both
rater and ratee (end this is what they are 1if this has been the process).

What should t- the objectives? We can all recite in unison what
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P

thev shounld be: fmprovement ol pertormance, better atilization ol

skilla, identitfeation of traning needs, improved morate,

But now are these achieved through the cvalunation process?  This
is where we must po back to the monager's first responsibility: the
identitication of orpanizational objectives. Robert Booth, the co~
author ot Persomnel Utilization iy Libraries, is a gpreat believer in

L1} H B . nl‘ . e
the concept of a "hievarchy ot objectlves, He would identitv the
conceptualization ol the reason or reasons for an agencv's

broadest

sxistence as its central purpose, most usually called in government,

the mlssion. From this central purpose multiple goals can be
derived, and trom cach of the poals multiple ohijectives can be defined.

Without soing into a discussion here of the distinctions between
these levels and the precise terminology to be employed, we need to
develop, within the broad purpose of the organization and within its
time-tabled goals, clear-cut objectives for units of the organization
and for indivicual pesitions. What are the tasks required for the
achievement of a piven set ot objectives? How effectively is the
individual pertorming thesc tasks?

This is wha! we ghould be wmeasuring in the evaluation process.
And it the individual has been involved in the setting of objectives
in the tirst place and they are objectives he accepls as worth achieving
and within his ability to achieve, he will be as able and willing to
evaluate the icvement 'as his superviser is. He can identitv tar
more accurately than his supervisor the reasons for any shortfall in
the accomplishment.

There is implied in this approach, so very easily stated, a great

deal of complexity. In the first place, the behaviorists, from Maslow

ce
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o, have taaphit us over the Laat twenly vears that the individoal's
own objectives, his own needs tor satistaction, muat bhe met as well
as the organization's objectives, | { the individual s to be well
motivated. In the job world represented by most libraries, the
phvsiological needs, the satety needs, and the social needs ot
individuals are probably veadily met.  Tn most emplovment sitovations
todav, particubarly among the so-cai'ed knowledge workers, it is the
esteem needs - the needs tor competence, confidence, recognition, and
above all, the needs tor what Maslow calls "gelf-actualization'" that
.

are the motivating (lrivvs.) The goal of the manager becomes what
Douglas McGregor has detined as "integration: the creatlon ot
conditions such that the members ot the organization can achiceve
their own goals best by directing their efforts toward the success
of the onrerpr‘isc.”b

We are also beginning to understand that sound job analysis is a
first step in evaluating both the utilization and performance of staff.
That which needs to be done in order to achieve the objectives, i.e.,
the work, must tirst be analyzed to determine skill and knowledge
requirements and other tactors involved in its successful performance
before jobs can be structured and assigned.

Objectives for individual positions can be and are being developed,
however, with broadlv defined general goals and specified attainable
objectives for given periods of time. These provide vardsticks for the

measurement of performance in terms of achievement, not in terms of

the manner of performance, Drucker savs:

" rSryle' should never be a consideration...The only requirement...
and the only test of the incumbent is performance. Every organiz. -

tion needs a c¢lear understanding of the kind of behavior that is

o
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There munt be o clear detinition of the non-
ton, expecially toward people, whether inside the
emplovees, or ourside, iLe,, suppliers and customers,
e limitys o man shouald have the tallest treedom to
way [t best suits his temperament and personality,
aging.  The onlv substance is performance."’

ctive, performance-related yardsticks are used, o
tions takes place,  The old anvaish and soul-scarchiag
ity opove,  Roles have been redetined, and the old

o i Beens eplaced by the concept of "wel"  The

sapervisor has hecome tacilitator in rhe working toweed apgrecd-upon

poals,

Are

we oty however, assuming something here -- that all workers

and all supervisors want to meet these goals?  That they cave about

meet ing t

hem?  Yes, we are making sach an assumption.

Douglas MeGregor maintains that "every managerial act rests on
¢ ) 4
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tzations and hvpotheses -- that is to sawv, on
known definitions of Theorv X and Theory Y are part
ulary of everv manager,

raditional view of direction and control, is based

human being has an inherent dislike of work and
it if he can..,.

this human characteristic of dislike of worl, most
he coerced, controlled,directed, threatened with
to get them to put forth adequat. eifort toward the
of organizational objectives..,

human being prefers to be directed, wishe« to avoid
ity, has relatively little ambition, wants security
C
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Theorv Y, in contrast, is based on assumptions that:

. ‘The expenditure of physical and mental effort in work is as
natural as play or rest...

2. Lxternal control and the threat of punishment are not the ouly
means for bringing about eflfort toward organizational objectives,
Man will exercise self-direction and self-control in the service
of objectives to which he is committed...

4. Comnmitment to objectives is a function of the rewards associated
with their achievement,..

4. 'The average human being learns, under proper conditions, not only
ro accept but to seek responsibility...

The capacity to exercise a relatively high degree of imagination,
ingenuity, and creativity in the solution of organizational problems
is widely, not narrowly, distributed in the population...

W2l

Mc(. egor never tested his theories empirically; and some who have

attempted to manage solely by Theory Y have [ailed rather dramat’'~ally.

a sense, both Theory X and Theory Y are overstatements and oversimpli-

fications, as McGregor himself indicated and clearly saw. 1 suspect tnat,
like Thoreau, he crowed so loudly for purposes of waking his neighbors up.
There is widespread agreement, however, as one of his disciples has said,
that "the increased levels of education and mobility will change the
values we hold about work. People will be more intellectually committed
to their jobs and will probably require more involvement, participation,

and autonomy in their work."

[nvolvement, participation, autonomy. Is this not what we are talking

about in the setting, achievement, and eva.uation of individual goals?

We are also talking about development - staff development, sclf

development., New skills, new knowledges will need to be acquired; new
experiences will be required - for staff and even more particularly for
supervisors. Despite its concentration on performance and achieverent,

which obviously are in the past, the focus of evaluation by objectives

41
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is very much future-directed. "What needs to be done to make the future
always exceeds and goes beyond what has been done in the past.”12

And surelv it is8 obvious that we are talking about communication -

up, down, and sidewise; continuous and daily.

But what has happened to our forms in all of this -- our old
""personnel evaluation"? Our deadlines? What happens to our merit
increase? A piece of paper can still be used, but it is now a summary
of progr~ss made toward objectives, a summary representing the pbint of
view of the person performing as well as that of the person supervising
the job.

There can still be degreces of achievement expressed. Many consulting
firms recommending management-by-objectives evaluation systems tend to
emphasize highly quantitative formulae for measurement. It seems to me
that only three gradients need to be used: (1) satisfactory progress
towards the meeting of agreed-upon objectives; (2) extraordinary pro-
gress towards the meeting of objectives, in terms of rapidity and level
of quality achieved; and (3) let us face it - unsatisfactory progress.
There will still be those who do not make it, in this ass well as in any
other gystem. But {n tiec analysis of why the individual has onsistently
failed to meet reasonable objectives, the first question should be, Where
in the organization can the skills and aﬁtributes he has be more success-
fully used?

And what has happened to the hounding personnel officer? He is
right here, helping to rethink placement in such instances, and guiding
ans assisting supervisors in the principles and techniques of a goals-

oriented, objectified approach,
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You will note that we have not said any place that this system is
easier; it is in fact extremely demanding of both worker and supervisor,
But it provides psychic rewards, not penalties, for the participants and it

integrates rather than divides the organization.

We started out to talk about the human element in organization and we
have ended up with objectification - objectification in two senses of the
word, I hope you will notice. In looking objectively at the achievement
of objectives it would seem in effect that we have depersonalized the
process. This is exactly what we have done. We have moved towards a
more rational and systematic analysis of work results,

But to depersonalize is not to dehumanize, 1 have long used the
UNICEF desk calendar, with its weckly aphorisms in English and in French.
They are separate quotations, not translations of each other, and I am
carefully saving one of this year's pages:

"The secret of education lies in respecting the pupil.”

"Exercer librement son talent, voil} le vrai bonheur."

The French is attributed to that ancient Frenchman, Aristotle, and the
English to our Yankee Mr, Emerson.

There are useful techniques we can learn from the management scientists,
but when it comes to the human element we somehow always end up with the
eternal verities. The real objective of management may well be never to

lose sight of them amid the forms and the jargon.

Myrl Ricking

September 30, 1975
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EMPLOYLEL EVALUATION

(Introductory observations of Dr. Harold Coe before presentation of
his paper, "Employee Evaluation, Some Problems and Technigues.')

When I looked at the program and found that I was the last speaker of
this session, I tried to think of positive things about that, things that
would comfort me somewhat. The obvious discomforting thing was that all
of the brilliant things that I had planned to say would have been said
already, and 1 think that many of them have. The thing that 1 then tried
to comfort myself with was the fact that at least with no other speakers
immediately following me, things that 1 say that might be easily challenged
won't be challenged quite so séon. In any event, 1'll trudge on here
and give veu some of my observations about evaluation.

The first thing is that evaluation goes on all of the time. It
probably always has. Anytime that we have one person working for
another, the supervisor does make evaluations. 1 think that the trend now
is towards simply more formalization. I think that perhaps there are some
disadvantages to this. One disadvantage is that as evaltation becomes more
formalized, it also becomes more threatening. The fact that it is now
going to be written on & piece of paper, placed in a folder, and filed
away causes it to becomc more threatening to the individual. Individuals
who are subjected then to formalized evaluation plans may want to fight
the idea. They may become resent ful and perhaps have a number of
unfortunate consequences.

I did not expect to hear in a group of librarians two terms that I

' and

have heard within the last hour. One was "collective bargaining,'
another term was ''unions.' T was a little surprised., 1 guess you are

thinking of the problems and the benefits that they bring. I want to
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EMPPLOYER LVALUATION

(Continuation of introductory observations of Dr. Harold Coe)

point out in connection with this that the insistence of management upon
bad cvaluation systems is a great favor to the unions. The unions really
thrive on this. They benefit also from our insistence upon forcing
evaluation on people who really do not understand it and who feel
threatened by it. You will find that the answer to this many times is
with unionization, Unions can sell employees on collective bargaining bv
saying, 'We're going to replace all.this nonsense with something called
seniority, something that you can understand, something that's going to be
fair to you, something that can be printed, published, put out in the
light of day, not secretive and locked away, so that you will know just
where you stand.'" I think that if we are going to get involved in
formalized evaluation plans, we ought to do it with considerable respect
for what we are doing and do it very, very carefully, very, very well.

One of the things that T think employees deserve to know, where you are
using formalized evaluation plans, is, 'What are you going to use them for?"

(Dr. Coe continued with information included in his paper, "Employee
Lvaluation, Some Problems and Techniques.')
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EMPLOYEE FVALUATION
Some Problems and Techniques

by Harold Coe

Employee evaluation is a systematic way for one person, usually a
supervisor, to record his judgment about the job performance of an
employee. Employees have probably always been evaluated in some fashion,
but usually quite informally. Recently evaluation plans have become more
and more formal and more emphasis placed on evaluation programs.

Other terms meaning about the same thing as evaluation are employee
appraisal and merit rating. These are terms for systematic plans for
judging how well an employee is doing his job and recording those
judgments. Terms which might be confusing but do not mean the same thing
are job analysis and job evaluation. Job analysis is a study of the duties,
responsibilities, requirements, and skills needed by all employees who
perform the job. Job analysis is not an attempt to judge how well each
employee is pérforming the duties. Job evaluation is the technique for
figuring what range of pay employees in a job classification should have
in relation to the employees in other classifications. Like job analysis,
job evaluation is concerned with requirements of the job, but is not
concerned with how individual employees are meeting those requirements.

Employece appraisal or evaluation is concerned with how well each
individual performs his work. There are several purposes these
evaluations are intended to serve. Some of the important purposes are as
follows:

Pay increares, There exists the attitude in most organizations
that those employees who contribute more to the goals of the
organization should be given greater monetary rewards. Thus
the employee who performs his job in an outstanding fashion
should get larger pay increases than the employee who is just

4'¢
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barely meeting the minimum requirements of the job.

Counscling. IFrom time to time the good supervisor feels he
shiould talk with his employees to let them know how they are
doing and how they can improve. Merit ratings can provide
mucle ot the substance of these discussions.

Motivation. A beliel shared by psychologists and many
executives is that people learn and perform bette r when
given some feedback about performance. Employee evaluations
provide this feedback.

A check on hiring practices. 1In large organizations where
new employees are constantly being hired it makes sense to
investigate the effectiveness of selection procedures.

The effectiveness of such hiring procedures as personnel
testing and interviewing can be determined by later
evaluations of applicants hired.

Promotion. Merit rating data can provide some help in

identifying those employees who have the qualities necessary

for higher level jobs.

Retention. Often, when a cutback in the number of employees

is required, length of service is the sole basis for determining

which employees will be released. In some instances, however,

merit rating information is used in conjunction with length of
service to make layoff decisions. This is particularly true in
the case of the reclease of probationary employees.

[f merit ratings are to provide the basis for the above personnel
activities, then we would hope that merit ratings yield valid information.
Is there evidence that employees rated ''good" are making more of a
contribution to their employer than employees not so highly rated?
Unfortunately, there is very little such evidence. The reason for this
lick of evidence is really quite simple. If we had solid, objective
criteria of job performance against which to judge the subjective merit
ratings, we would not even bother with subjective evaluations. For

example, if on a particular job the only important consideration is how

many widirets are assembled per da the actual amount of production will
h &y l 2
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be used to measure the value of the employee.  There is no need to make
subjective evaluations about his efficiency. Where we use subjective
emplovee evaluations is where we do not have objective, measurable criteria
such as the number of units produced per day.

Although we do not have measures of merit rating validity, we can
determine if there is agreement among different raters. A merit rate plan that
has a high level of agreement among different raters is said to have
inter-rater reliability., This is the way that merit rating systems are
often judged for fairness and effectiveness, Obviously one can easily
argue that just because threc raters have a high level of agreement in
their ratings, the ratings are not necessarily fair or valid. All three
raters could be making the same poor judgments. Ilowever, since personnel
decisions have to be made whether a formal evaluation plan exists or not,
it would seem we should make an effort to have a plan which reduces human

error as much as possible.

Before describing different techniques, let's consider some of the

types of errors common to ratings.

Halo effect. The halo effect is thought to be the most
pervasive error in evaluation. Raters succumbing to the halo
error assign ratings based on a global impression of the

ratee rather than carefully distinguishing different dimensions
of performance. The employee who is judged cheerful and polite
is rated high on all dimensions even though that employee may
be below average in several areas necessary for successful job

performance.

Constant errors. There are three well observed constant
errors. Probably the most common of these is the error of
leniency. Raters who exhibit this tendency bend over backwards
to be generous to all ratees., Such raters may feel a sense of
guilt to rate otherwise. Unfortunately lenient ratings for
everyone contribute very little towards making sound decisions.
Another constant error is the error of central. tendency. The

49
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insecure rater avoids being completely wrong by rating
everyone average. Very little is gained when all
employees have the same rating. The other fairly common
constant error is error of being overly critical. The
hard-boiled or over-demanding supervisor rates everyone
below average. The concept of "average'" precludes the
possibility of everyone being below average.

Similar-to-me effect. This error is a tendency on the part
of the rater to judge more favorably those he perceives as
similar to himself. ‘The more closely the employee resembles

the supervisor in attitudes or background, the stronger the
tendency to rate that individual high.

Contrast errors. How good a rating an employee gets can be
influenced by the immediately preceding ratee. The second
person might get a lower rating than deserved if the first
person rated was given a very good rating. Conversely, if the
first ratee is rated low, the second ratee may get an elevated
rating.

Personal prejudice. When a supervisor likes an employee as a
person, the supervisor is likely to give a rating more lenient
than the job performance of the employee warrants. On the
other hand, the supervisor will probably give a rating that is
poorer than deserved to an employee not so well liked. Raters
are usually unaware they have such prejudices. Many personal
prejudices are based on first impressions. If our original
perceptions of a person are favorable, we will maintain a
generous attitude toward that person; when the first impression
is unfavorable, a lasting unfavorable attitude toward the
person can result. These attitudes can easily influence merit
ratings.

Job level bias. There is the tendercy for the level of the job
to influence ratings. Employees in higher level jobs are
perceived as performing better than employees in lower level
jobs.

The most commonly used fcrmal evaluation plan is one that could be
called the chart method. This system utilizes a number of performance
factors, or job behaviors, on which the employee is rated. Such factors
as quality of work, leadership effectiveness, and dependability are
frequently included. The number of factors may be five or fewer, or may

be more than twenty. Five performance factors is fairly typical.
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For each factor there are several performance grades. Quite ofien
five performance grades are used ranging fror .xcellent to poor. Three,
four, and seven performance grades are n.-t unusual.

Since the chart system of rating i3 so common, I will discuss
techniques that can be used to improve that merit rating method.

Behavioral anchoring. # techuique that can minimize several
of the previously discussed errors is the tech...que of
behavioral anchoring. Behavioral anchoring means replacing
the words '"excellent" or "average" in the performance grades
with short descriptions of actual job behaviors. 7"or example,
when rating on the factor compatibility, the grades of
"excellent" and "poor'" might be replaced with the behavioral
anchors "inspires others to work with and assist co-workers"
and "does not work well with or assist others.'" This
technique is particularly helpful in breaking up constant
errors and also helps reduce halo effect and other errors.

Critical inci'e~" - A merit rating system somewhat different
from the chart - 4s the critical incidents method. This
method consists o1 Lhe supervisor | ceping a record of actual
job behaviors that are critical in the sense that they are
outstandingly good or outstandingly poor. At the end of some
predetermined time the supervisor discusses these behaviors
with each employee who was observed. The critical incidents
technique is thought to be particularly good when the only
purpose of evaluation is to counsel employees. Usually,
liowever, the evaluation is for more than just this reason.
The critical incidents idea can still be helpful when the
chart system is the primary method used. First, the critical
incidents method can be used to supplement the chart method.
Thus when employees are brought in to review their ratings,
the supervisor can not only discuss ratings in terms of
performance grades, but can also discuss actual, important
things the employee has done on his job in the 'ast few
weeks. Secondly, behavioral anchoring statements ¢2n be
developed by the critical incidents technique. Boiti
supervisors and other employees can be invited to submit
observed incidents. There is some belief that this process
helps make the rating form more realistic. In addition, the
active participation of employees in helping to develop the
form is thought to reduce some of the negative feelings
employees have about merit rating.

Horizontal rating. To help break up halo and constant errors
it is often advisablé to rate all employees on the first
performance factor, then all employees on the second factor,

O]
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and so on. The practice of doing this instead of rating employee one
on all factors, then rating employee two on all factors is called
horizontal rating. To reduce contrast errors the rater could change
the order in which employeces are rated for each of the several factors.

Forced distribution. A possible technique when constant errors are
obscrved is to set guidelines for the per cent of employees who are
Lo be in each performance grade. These quotas can be absolute or
approxiwate. In rating, this concept is referred to as the forced
distribution. The assumption is made that in a group there will be
individual differences. Not everyone in the group will be excellent;
not ¢veryone poor. A similar assumption and technique in college
grading is called 'grading on the curve'.

Training. Possibly the most effective way to reduce errors is by
training raters to recognize the sources of these errors. Training
techniques that have recently shown some promise are simulation and
conference. In the simulation technique video tapes showing a rater
making errors have been employed. 1In the conference technique
conferees are asked to provide examples of their own that illustrate
evaluation errors. Other conferees then identify the type of error
and discuss. 1In addition to skills training some attitude development
is desirable. The rater who feels that evaluation is a silly waste of
time--just a meaningless, routine chore--will most likely do a poor
job. When supervisors actively participate in the design of the merit
rating plan, they are more likely to employ the program effectively.

Without doubt much negative criticism of evaluation plans is legitimate.

When merit rating plans are poorly designed and poorly administered, employee
morale will suffer. Even with relatively good programs, employees will feel
some threat. In spite of the potential problems created or amplified by

rating employces, evaluation is very much with us at present. 1t would seem

1

that we should use evaluation as intelligently as possible.
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DEVELOPING AND USING A PERSONNEL EVALUATION SYSTEM
By Paul Mali

The practice of persornel appraisals has not been consistent in
organizations. It has fallen on a spectrum between two extremes: informal,
random, slipshod and highly opinionated judgements made by one individual
of another to formal well organized objective criteria in systems for
accurate assessment of results.

The reason for this wide practice is due to the varying uses appraisal
procedures are intended to accomplish. These uses state the type of
appraisal method that will provide a reasonable "fit" between the organization
and its staff for carrying out its managerial processes. In other words,
the purpose of the appraisal in large part shapes the criteria, method,
measures and type of feedback to be employed.

PURPOSES OF PERSONNEL OR PERFORMANCE APPRAISALS

There are many reasons for setting up appraisals within an organization.

The following briefly describes the major ones:

1. To Account for Productivity

Performance Appraisals provide an evaluative procedure for review
of a person's work-related accomplishments and contributions and
the corrections that can be made for more efficient handling of

resources.

2. To Develop Personnel for Positional Changes

Performance Appraisals provide better data and information for
making decisions on promotions, transfers or demotions.

3. To Justify Pay Increases

Performance Appraisals provide the framework for comparing and
evaluating employee's performance in levels of equity for wage
and salary increases.

4. To Set Up a Feedback for Organizational Change

Pertormance Appraisals provide a feedback of how well the managerial

s

“
)
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processes are operating with the staflf and what changes are
required.

To Set Up the Conditions for Achievement Motivation

(¥al

Performance Appraisals when properly developed provide the basis
for motivating staff and employees to reach higher levels of
performance through a plan-do-achievement cycle.

6. To ldentify Lmplovees with Hidden Potenticl

Performance Appraisals provide a formal way to identify high
potential « mployees who are assigned jobs which are not utilizing
their potentials. (Underemployment)

PERFORMANCE EVALUATION TECHNIQUES

On-:e the purpose of the appraisal system has been decided, the method
or technique must be selected and developed. There are many evaluation
techniques and approaches available. Only six (6) approaches will be
described here. Most of these six (6) techniques are designed for evaluation
of subordinates by superior or superiors. Advantages and disadvantages are
given for each technique,

1. Trait Appraisals (Graphic rating scale)

The most widely used performance evaluation technique is the

trait appraisal. The evaluator (superior) is presented with a
series of traits or work-related characteristics and asked to rate
employees on each trait or characteristic shown. Examples of
traits are: Quantity of work, quality of work, cooperation,
dependability, initiative, leadership and personality.

Advantages: a) Simple, easy and uncomplicated

b) Reaches for human qualities we know are
important in gettimy results.

c) Recognizes all organizations where people are
banded together are social organizations
requiring certain characteristics to make it
work.

Disadvantages: a) Supervisors are reluctant to label deficiencies
and criticism wit! sut foolproof evidence.
b) Very unilateral; em:loyee not involved.
c) Tendency to remember recent or negative
incidents.
d) Difficulty in trait meanings and definitions.

R
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.

4

Critical-lncident Appraisals

This appraisal technique is nol used very often., It is an "essay"
type of appraisal where important experiences or incidents,
positive and negative are recorded. The incidents are recorded

in a log of some type, often daily, so that they are not forgotten.
For example, if an emplovee has a disastrous experience with a
client and hostility was oxchanged, the superior records the
incident.

Advantages: a) Relates closer to job eiements compared to the
trait approach.
b) Records work incidents that are never known
with any degree of specificity.
¢) Overcomes partial remembering or latest
incident remembering.

Disadvantages: a) Llog tends to have a ''police'" adjudication
procedure,
b) Log tends to identify more negatives than
positives.
c¢) Employee usually not involved "o this
appraisal method.

Standards of Performance Appraisal

This appraisal techinique commands a great dea:  interest by many

organizations. The method requires a serZes of descriprive ani

quantitative statements that represent standards = c¢iiec'ive

accomplishment on jobs. For example, a per’ormancc standard for

a supervisor is: Overtime hours are less th: 1 &7 of schedulel

hours,

Advantages: a) Very directly relates to the rcynirements ou the
job.

b) Specifies the level and consistency of effort
necessary for job effectiveness.
c¢) Subjective judgements are minimal.

Disadvantages: a) Little or no participation of the employee
with the standards or the evaluation.
b) WNet all important areas can be quantified.
©) Can only be used where work does not change
frequently.

Process Standards

This appraisal technique has had a recent interest because of

"due process" requirements of civil and individual rights. The
method requires a series of descriptive and quantitative statements
that represent standards of effective behavior on the job. The
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difference between process standards and standards of performance

"is that process standards refer to the behavior of the person and

standards of performance refer to the work and resources of the
job, Examples of process standards are: absenteeism, tardiness,
alcoholism, violation of rules such as coffee breaks, safety
misl-.;s ard insubordination.

A antages: a) Controls behavioral activities directly needed
by the job.
b) Specifies the human behavior that will lead to
job effectiveness.
c) Provides information and data that is critically
needed for ''due process" procedures.

Disadvantages: a) lluman behavior too broad to describe for
levels of effectiveness.
b) Not all behavior can be cxternally controlled.
c) Good performers can have terrible behavior
patterns.

Managing By Objectives Appraisals

This appraisal technique has developed a great deal of interest

by organizations because of the need for resource accountability
and motivation for results. The method requires the supervisor
and subordinate sit down during a planning period and agree to the
results expected to be accomplished during the operating time.
These are written as objectives. At the end of this period, both
sit down and evaluate results achieved. An example of an
objective is: Reduce costs during the current operating year

24 percent of approved budgets prorated 6 percent per quarter.

Advantages: a) Future oriented, does not have to follow past

practices.

b) Not passive, involves supervisor and subordinate.

c) Role of evaluator changes from defensive to
counselor.

d) Highly connected to results needed and expected
by the organization.

e) When used properly, will motivate staff.

Disadvantages: a) Targeted results can be influenced and
changed by so many uncontrollable factors.
b) Ignores personal traits, activities and work
habits that are deemed important,
c) Difficult to tie pay to performance.

Eclectic Appraisals

This appraisal technique is probably the most effective one for
most organizations. It is a technique which selects elements and

-
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parts from the complete spectrum of appraisal technique possibilities
and "fits" them to the purposes and needs of the situation. The
technique requires a careful commitment of what the appraisal

process is expected to accomplish. The selection of appraisal
elements are designed to meet this expectation.

Advantages: a) Avoids slavishly preconceived ideas and methods.
b) Tailors evaluation to an alrecady tailored
situation.
¢) llandles effectively purposes that are many and
complex.

Disadvantages: a) Can only be used by people who are competent
skillful.
b) Comparisons between and among groups made
more difficult.
c) Requires a systems approach in which the
entire organization participates.

HOW TO SET UP AN APPRAISAL PROCESS

First: Form an Appraisal Development Committee.

This committee consists of representatives from
Administration (Raters), from subordinates (ratees),
» rsonnel staff and a knowledgeable consultant.

's practical to involve all those who will be
@, tected by the appraisals with those who must
administer appraisals.

Second: In Committee, decide on the purpose (s) of the
Appraisal System.

The committee identifies what the appraisal system

is intended to do. If several purposes are adopted,

a priority rank mvst be made since multiple purposes

are difficult to be served equally by a single appraisal

system.
Third: Select the Appraisal Process best suited for the purposes.
The committee examines all techniques available and
with the organization's climate and conditions in
mind, proceeds to select the process best suited for
the organization.
Fourth: Develop an evaluative measurement form.

An evaluative measurement form is developed which
. incorporates tlie performance criteria and measures
which will serve to evaluate personnel. The performance

oy
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Fifth: Simulate the newly adopted appraisal procedure in
selected areas,

Selected areas in the organization are identified
as providing a trial of the appraisal procedure.
A good simulation is oue which incornorates the
best, worst and average situation.

Sixth: Revise an' formalize the appraisal process.

Examine the difficulties and areas needing change
and revise procedure, criteria and evaluative
measurement. [Formally write-up the entire appraisal
process as a policy accompanied with a set of
instruction to the raters.

Seventh: Gain official approval of the appraisal process.

Submit the policy, the procedure process and the
evaluative measures to the governing boards of the
organization for official adoption in the orgsanization.

Eighth: Set up workshops for training the raters.

Workshops are set up tc give caters complete
information on the policy and procedures as vell as
skills for: conducting an unbiased raiirg; holding
an appraisal interview; agreeing cn future actions
to be taken; and recording essent ‘al infcrmation
for future reference.

Ninth: Operate the appraisal systemn.

Operate the five steps of the Aprpraisal Process:

1. Preparation of commitments

2. Planning and schednling activities
3. Implementing the planned activities
4. Hold progress reviews

5. Conduct annual i1eviews and feedbaclk.

HOW TO APPRAISE WITH MANAGING BY OBJECTIVES (MBO)

A performance appraisal system using the managing by objectives aporo-ch
should be tailored to meet unique requirements =f the company, department,
or individual. As a rating device tor individus]l performance, the fo.lowing

steps need to be taken:

o
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DEVELOPENG AND USING A PERSONNEL EVALUATTON SYSTEM

N

I~

Prepare commitments.  The individual prepires a preliminary list

of the three to fivewost important objectives to be achiceved in

a given vear. These objectives are intended to solve a problem

or take advantage of a new opportunity. These are developed with
careful regard and analysis of responsibilities, needs and
challenges. The superior participates in this development. The
final commitments ave written as objectives and not as activities.
Tt will take practice and skill to set these in the right nomen-
clature, Arcas of responsibility that give rise to objectives
might be the following: volume output, quality level, cost
performance, methods improvement, housekeeping, sales, skills
development, and time control. The objectives developed from

these areas form the basis for discussion and subsequent joint
agreement between subordinate and supcrvisor. Each objective

must be written according to guidelines that make objectives
measurable. A most important guideline is building the performance
measurement or indicator into the statement of objective, Without
this quantitative indicator, progress toward results becomes merely
a matter of interpretation. Performance standards for the activities
are developed to indicate the level or intensity of effort that

is needed to achicve the objectives. [From this standpoint
standards of performance are used with objective statements

Prior agreement is obtained on these performance standards and
evaluation is made on this basis. The job or position descriptions
can be useful if they are written to incorporate both objectives
and standards. If not, new appraisal forms should be developed.

Plan and schedule activities. Both supervisor and subordinate

reach a common agreement on the methods and activities necessary to
reach stated objectives. Outside departments and personnel may be
involved as resources to pull together all necessary work for the
objective program. There must be a meeting o the minds between

a supervisor and a subordinate in this step in order to acquire
confidence in reaching stated objectives. The value of working
toward a targeted date must also be included. Feeder-objectives

can le¢e set into a time schedule that both supervisor and subordinat-

agree upon.

Implementing scheduled activities. The subordinate procecds to
implement his planned objectives. The individual applies his skill,
ingenuity, effort, time, and energy in getting done what has to

be done. The supervisor provides day-to-day coaching and help to
the individual. Managing by cxception is not the rule in this case.
The supervisor does not sit back and wait for exceptions to arisc
before he acts. Instead, he looks for progress in implementation,
bo.h positive and negative, and wishes to be informed of not only
what is wrong but also what is right.

Progress reviews. Periodically, during the ensuing months, there
should be formal discussions relating to the objectives that were
set. These could be quarterly progress reviews, The purpose of

SR
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such reviews is to keep a greater proportion of management informed
of progress in order that objeetives may be revised it necessary.,

New objectives may be introduced, some eliminated, and priorities
reorganized. These reviews are not intended to be performance
appraisals with formal interviews to discover individual performance.
The aim is to determine work progression toward meeting targeted
objectives. The atmospherc is one of mutual help, progress
assessment, and problem sciving.

Annual review. ‘The underlying value of annual performance review
is the opportunity it affords to gain feedback about results
achieved and information about progress toward results expected.
The annual cycle is convenient because of other annual instruments
such as budgets, profit statements, and forecasts, The manager
prepares, in advance, this annual review summarizing individual
achievements and suggesting ways to improve in subsequent years.
The principal purpose of the formal annual performance review is
to determine what was actually accomplished and what improvements
can be made. Causes for lack of progress or lack of achievement
are brought out at this time. There is a meaningful exchange
between supervisor and subordinate.

PERFORMANCE APPRAISALS WITH MBO: BENEFITS AND VALUES

1

4

MBO appraisals relate more closely to the job. An MBO appraisal
is oriented toward job requirements and work results rather than
toward personality traits or general descriptors. Specified
objectives are highly related to results neceded and expected by
the company. Lvaluation is tailored to an already well-structured
situation. Job clarification and responsibility definition from
the practice of managing by objectives make appraising more
dceurate.

MBO appraisals are more objective. Supervisors are usually
roluctant to cite deficiencies without ovutstanding evidence.
llaving reliable and accurate information on performance helps the
supervisor to be less subjective. The role of the appraiser
changes. He does not have to defend his position. The supervisor
is on solid ground during a confrontation with employces. He is
armed with information which the employee is acquainted with and
understands.

MBO appraisals are active and positive. The appraisal involves
both the supervisor and the subordinate and thus is not passive.
Fach is active in a positive way in assessing job per formance.
There are no unilateral actions, as found in other appraisal
systems, This enhances a meeting of the minds, communications,
job expectations, and motivation.

MBO appraisals are opportunistic. Appraisals do not have to follow
sast practices or procedures, New opportunities or new challenges
| | I PT

G



48

DEVELOPING AND USING A PERSONNEL EVALUATTON SYSTEM

are casily handled within the objective~scetting process. The
perfomance appraisal approach avoids slavishly following
preconceived ideas and methods, 1t encourages an cemployee to
innovate hecause it is future-oriented,

v MBO appraisals encourage performance stretches., There are many
purposcs Lo appraisats, Chiet amony them is the stimulation it
pives to improving individual performance, The mission of
improvement is geueric to the practice of managing by objectives,
Level and consistency of effort can be readily evaluated for
individuals in the system,

N
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INTRODUCTORY R EMARKS
by
Dr. Paul Mali

Session 1, October 24, 1975
3:50 P.M.

Ladies and gentlemen, it is wmy pleasure to participate in this Institute.
1 am very much pleased to be here with this very distinguished group and to

share with vou some of the management thinking in this area of personnel
appraisals.

Of the team that you saw this afternoon, I guess 1 represent more of the
practical side of appraisals, having done "0 much of it in so many different
organizations, and having collected so many different types of problems.

1'd be most willing to share it with you along the way. 1'd like to just
make a couple of points to get us started. First of all, let me do it in

the context of a hypothetical situation:

Suppose that Monday morning, when you got back to your libraries, you
got a note - a memorandum - from the Chairman of the Board or the
President of the University, or what have you - the note says:
"Twenty-five per cent of your staff must be laid off for lack of funds,
and every effort must be made to continue the level of services.'

What would you do?... (Laughter,) Well, you just had this? Maybe I
didn't make it dramatic enough. But you get the point. Hypothetically.
(God forbid it's for real.) ZDut, hypothetically, if Monday morning,
you had that note, "fwenty-five per cent of your staff must go for

lack of funds, but the level of services must be continued.' WHAT
WOULD YOU DO? (General audience reaction.)

1 think that's a very normal reaction - "I quit! 1 won't take ie,"
Some of you might say, "Ah, 1'm going to battle this one. 1'm going to
fight it.," Some of you might not know what your reaction would be.

But some of you might say well...What can we do? Some of you might
sit down, and you might start asking, "Could we do it?" Now any of ou

here whe raise that kind of question - Yoy're in management, When you say,

G



veould we do P2 Not, "Powon't do it "poquit! M oresipgn!" M ogive up!t"
But vou say, "I wonder if we could do it?" lLadies and gentlemen, what's going
on in the libraries today is going on in every industry., 1'm telling you
something that is hitting the big boys as well as the little bovs, Right
now we are cuterioap the Ape of Scarcity. And resources,..if you think vou
haven' t pot muche ripht now, wait and vou'll see what's going to happen to
VO resoutrces,

They are going to be croded wore than they are now, and so therefore,
we are truly confronted with the problem of how do we handle the management
of scarce resources that are continually becoming more scarce. ‘\nd if you
are unhappy about this, I'm really honestly saying that there's a question
of whether you are in the management periphery, because management people do
this all the time. Now, what I'm saying is this: the folksy style of
administration in which blank checks were given to organizations such as
universitics, and in the latter part of -the fifties and the early part of
rhe sixties, universities were given blank checks. 'lere, build, build, build
vour libraries, 1'ill them with books, bleak checks, No accountability,’
Those davs are pone, and never to come hback again, at least for the
jumediate tuture. What we're sayving is that librarians are going to have

to step up and becoune manapcrs of resources, which means vou have got to

come to prips with accountability. You're going to have to account for the
funds you have for your budgets, even in the face of dwindling budgets.

The administrator who has come up the ranks as an excellent librarian,
and 1 am sure this includes many of you here, is now faced with some problems
he has never been faced with before, and he is going to have to acquire
some new skills,

The disorganized adiministrator is beginning to become very frustrated
because of these problems. They are failing to sce a very important part

\‘1 Al
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ol what {s potup, on In their operation, and that is that tHbraries are very
complex operations, systems 1f you will, and until you accept the fact that
vou are in a system, you are going to have a lot of problems. 1t is the
systems that are going to be the answers to many of your problems. TIn fact,
1 was just chatting a little earlier at the break with one of the participants,
and T made the poiut that many of the problems that developed or emerged from
appraisal systems came from the fact that you failed to realize it as a
system. You treat it as a method, VYou treat it as an act, You treat it as
an cvent. You shouldn't. You should treat it as a process. You should treat
it as a work-planming process, comnected with a work-doing process, connected
with a work-control process, which then becomes evaluation. The problem with
many o. ithe people who arce having problems with appraisals is that they
have separated evaluation from the work-planning - doing - and - control
process. Now the more you move it in, the less the headaches. What I'm
saying is that those who have few problems with evaluation are those who
build it into the work-planning, work-doing, and work-control, as Dr., Green
was saying so nicely about the process of management, build into these things
here those things which make evaluation casy. The first case then - evaluation.
Most of the problems we have arce due ¢ . s lack of a system. We are
only grabbing parts of it, and that reminds .c¢ of a tale of the three blind
men who were asked to describe the elephant.
One blind man got a hold of the tail, and feeling this, he said, "The
elephant is like a rope." The second blind man began to feel around,
and he felt this great big trunk, and he said, '"lley, you are wrong.
This elephant is more like the trunk of a tree." And an argument
ensued as to what an elephant is really like. The third blind man was
feeling around and all of a sudden he felt this great big flat, flabby
wall, and he said, '"You fellows are wrong. This elephant is like a
wall, big and soft. An argument ensued between the three--an argument
which continues to this day, because: The moral to the fable is: The
position of the storyteller, the one who is standing back and really

sees the elephant - what it really is - the configuration, the geometry,
the envelope, the complexities, the storyteller sees what the elephant

:- -~
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iv oreally like, and sces how all the blind men are correct in their
description ot all the individual parts.  He sees how incorvect they
are in inferving the totalitv,

A new gquest fon has been valsed about how to get that elephant to move,
but that is a question ot Productivity, and | don't want to pet into that,
because that's one ot the problems.

But what 1 oam saving is that vou nust think in terms ob systems in the
appraisal arena or process. And you must start--Apprai:als do not stari with
ferms.,  Novr do thev start with people., They start with - What? With the
work planning, with the work plamning, and of course, we'd like to think of
it as objectives--managing bv objectives., 1In fact, T hope some of you will
take advantage of some of the resources that we have available here. I have

written the book, Managing  bv Objectives. Of course, if you have this

book in vour libraries, 1 know you're outstanding. This will be available
in our workshop tomorrow. [ alseo have another excellent book that 1'd
like to refer vou to. Marian Rellogg, of the General Electric Company, has

written, What to Do About Performance Appraisals. It was just published in

the revise . edition, I recommend that, and it will be available to you
tomorrow. I also have the book by Mvrl Ricking and Robert L. Bootlh,

Personnel litilization in libraries: A Systems Approach. This will be

available tomorrow to vou in vour workshop. 1 have a whole tlock of forms,
appraisal torms that 1 brought in: Northeast Utilities, linited Airlines,
Can-Co, lockheed, Thev will be here for you to look at, but the one that
I am really pround of is this. We worked on it a long time, 1t is one that
we did tor the Aetna Lite and Coa- alty Company. 1t's complete [rom cover

to cover. We call it: Performance Planning, Appraisal and Development.

You see how the svstem comes right out. Performance, Planning, Appraisal and
Development. 1 wish T had thought of it carlier and had sent this in

advance, so ecach of vou could get a copy. 1t may be that we can get copies
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tor vou somchow, but {t will be avail lable tomorrow {or you to sce,

Now my role in this Institute is an attempt to get vou involved with
vour problems. 1 think the speakers did an excellent job in eiting the
management processes, what they arve, We found a discussion of some of the
concerns that top management has in what Watver Curley spoke to, but as
president (of Cayvlerd) he was veally tipping his tingers a little bit maybe,
e was really saying, "™hese are some of the things that | expect of my
people,”™ and | don't think vou will fiud leadership in other organizations
any difterent. And then, of course. we had the last two speakers who gave
really the human elements within the appraisal process, and of course,
Harold Coce with his ervors and his techniques, Invidentally, in my paper,
voi. will find more techniques, and these kinds of things, but vou will
find me addressing mysel{ more and morc to appraisal as a system, That's

what vou want. Somewhere along the line, a form will come out, but it's

the swvstem that you really want to design. ¢ my role is to sce if we can

pet problems trom you. See if we can get you speaking te your concerns,

And this will be the procedure: Tom Brown is going to record some of these
problems that you speak of and some of the concerns you have. Tonight Tom
and I with some of the committee members will trv to put these problems to-
rether into some kind of organized fashion, so that tomorrow morning, when

you come to the Workshop at 9:00 A.M., we will have different conference

rooms lined up as places for discussion of cach problem area. And, hopefully,
von will select the areas of your concern and vour interest, and go into

rhese rooms. All of the people on the panel will be available to discuss
vith vou some ot these problems. They will act as resources within these
conferences.  O.K.?7 So .nat's our plan.

Now, one other thing. 1L you should decide to go tomorrow into one

<n
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room to spend most if unot all of your time on a series of problems, vou

will still have an opportunity to hear what is going on in all the other
conferences, because at some later point tomorrow afternoon, we are all going
to get together and we will get reports on all of the deliberations and
decisions and recommendations that were made in all of the conferences.

So liopefully, you will get two great benefits: first, you will go to a
conference area that speaks to the problems that you're concerned with and;

s ondly, you will listen to so-called recommendations on all of the problems
that will be presen -d when we come back in general assembly. O.K. That's
the procedure, but what 1'd like to get from you right now within a very
limited period of time, and if you want we can also talk about these thi- =,
is some of the concerns that you have on your minds. Anyone want to start

us ol f? 0.K. Would you mind standing and giving us your name. Perhaps

they all might know you, but then there might be, but give us your name

and where you're from, and tell us what you'd like to see in the workshops

tomorrow.

(Questions that came from the floor at this time are not recorded here.
Thev were included in the compilation of questions that were considered
by the discussion groups. They are listed on the pages preceding the
Reports from Discussion Groups.)
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INIRODUCETON OF CONSULTANTS AND DISCUSSION LEADERS

By Myrl Ricking
Session I, October 24, 1975

{ don't know how 1 achiieved this happy duty, but I have it, and 1
assure vou that the people being introduced are not going to give talks at
this time, but we want you Lo meetl the Consultants and Discussion Leaders .
and any other staff members who have not appeared on the platform this after-
noon. This will help you to identify rhem and perhaps talk with them as
we proceed to diwner, and when we pather in the sessions tomorrow, you will
know who they are.

We are especially pleased to have with us Dr. Jesse H. Shera, Dean
Fmeritus of the School of Library Science, Case Western Reserve University.
Next to him is Miss Cosette Kies, Assistant Professor, at the School of
Library Science, George Peabody College. Next is Miss Ruth Gregory,

Librarian of the Waukegan (Illinois) Public Library. We have talked about

the next person a lot, but he has not been introduced formally. lle is

a Consultant and a member of the Planning Committee, Mr. Tom Brown, Librarian,
New Trier West High School. On the other side of the room is Dr. Peggy Sullivan,
Dean of Students, University of Chicago iiraduate Library School. And in the
same general direction, is Miss Betty McKinley, Director of the DuPage

Library System. The next person is Mr. Rick laegele, Manager ol Training,
Department of Personncl, Office of the Secretary of State, Springfiecld.

We have also fiss Geneva Finn, who is serving as fvaluator of the Institute.
Miss | .o is a student in the doctoral program at Indiana University. One
other person will join us tonight, Miss Ruth Frame, the Deputy Executive

Direc  or of the American Librax,; Association, This completes the presentation

of the statff. Thank vou very =uch,

70



GROUP DISCUSSIONS

Siturday, October 25, 1975 SESSTON 1
9:00 ALM.

- COORDINATOR - Dr, Paul Mali

Questions organized under four headings were distributed to each person,

and plans for the formation of discussion groups were announced. Leaders

for six discussion groups were identified:

GROUP 1 - Mr. Walter Curley and Dean Jesse H. Shera
GROUP 11 - Miss Ruth Gregory and Miss Cosette Kies
GROUP III - Dr. Harold Coe and Mr. Rick Haegele
GROUP TV - Miss Betty McKinley and Miss Myrl Ricking
GRoOUP v - Dr, William E. Green and Mrs. Ruth Frame
GROUP VI - Dr. Peggy Sullivan and Mr. Barry Simon

The organization of the questions to be considered by the groups is
given below., These questions were develop:d from those problems and concerns
identified by the participants betore and during the first day of the Institute,
GROUP 1 TO ACCOUNT FOR PRODUCTIVITY
1. How can job descriptions be used as a basis of employee evaluation?
2., How can you collect evidence of work performance to make evaluations
foolproof?”
3. What are the implications of Affirmative Action criteria in relation to

evaluation?
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CROUP 1Y TO ACCOUNL FOR PRODUCTIVITY

1. What are the criteria of evaluation relative to workload according to
library sta.  .rds?

2, How do you make peer evaluations work and have the ratee accept the
evaluations?

3. How do vou write job descriptions when the work co.tinually changes?

&, How can " appraisal system be used to supply information to reveal
i ople unsuited for jobs that they occupy? (This includes those who

are over-qualified and the under-qualified.)

GROUP III TO MOTIVATE FOR PERSONAL DEVELOPMENT

1. What can be done to change the appraisal system which gives a six-months
probation period during which an employee performs well, but performs
poorly when placed on permanent status?

2. llow can an appraisal process handle old time employees who resist
change emerging from new work to a point where termination is indicated?
The file on these old timers indicates that the work has been satisfactory
in the past.

3. How can an evaluation system provide the incentive for personal
developﬁent such as taking Library Science courses? -

4. How can you create the climate for appraisal interviews?

r,‘c
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GROUP 1V TO MOTIVATE FUR PERSONAIL DEVELOPMENT

1. llow can an evaluation system prcvide the incentivz for personal
development such as taking Library Science courses?

2 ow can a subordinate get the institution to adopt an appraisal sysieu
which provides him an o portunity Lo demonstrate his abilitv ~d
achii evement?

3. llow to create the climate for appraisal interviews?

4. How can the appraisal process give the needed information for selecting

employees for higher positions and/or transfer to other jobs?

GROUP V TO JUSTIFY PAY INCREASES

1. How can an evaluation system be the basis for increasing pay for
employees?

2. Can any personnel appraisal system survive without its being related
to salary?

1. What can be done to an evaluation system to increase Board-emplovee
relations in order to break the minimum wage level?

GROUP VI TO DESIGN A COMPLETE APPRAISAL SYSTEM

1. What is the design of an effective appraisal form?

2. lHow can we design a common appraisal process for use among unique and
di fferent libraries, while allowing evaluative criteria to be flexible
in yielding fair appraisals among all emplovees?

3, How do you develop an evaluation process for a small group that can

be used also with a larger group? (This indicates an orgaiizalion

that is expanding.)
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SUMMARY REPORTS IFROM THE GROUP DISCUSSIONS
Group 1 - Leaders: Mr. Walter Curley and Dr .essec H, Shera

Reporter - Mr. Walter Curley

The discussion started promptly at 10:00 with a bang and ended at
2:00 with a whimper. There was consensus on virtually nothing. We had two
views on everything, and so I will give you two views on evervthing.

One question was, 'What are the implications of affirmative action
criteria as they apply to evaluation?" Part of the group felt that equal

opportunity meant equal opportunity, and that that really was the way the

program ought to operate., According tofthis way of thinking, you advertise
for persons to fill positions, you appoint tée best qualified individual,
regardless of any other considerations. The feeling was that bending
evaluation criteria endangers the structure of the organization, sending
shockwaves through the organization or institution. By adhering rigidly
and religiously to equal opportunity without bending evaluation criteria,
eventually the problem will be solved. 1In effect, it will take care of
itself.

The other ride indicated that there are federal regulations with certain
time consfraints on achieving goals, and that rather than talking in terus
of equal opportunity, affirmative action means that you do something more
than simply offer equal opportunity. You do something unusdal, something
you would not do normally, in order to attain the goals outlined in the
program. You promote and hire potential, and you bend evaluation criteria
whenever necessary and practical, in order to achieve the affirmative action
goals, You provide lead time, a period of one or two years, for the
potential to develop. The individual then moves back into a position in

which he or she is evaluated on the actual execution of the job. The sooner
O .
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you gel vour organization set up, in terms of goals and so forth, then the
sooner you are going to be able to revert to evaluation procedures whiéh,
in effect, say that the most qualified person is the person who will be
promoted, with very little deviation on this approach.

This matter was discussed at great length, and T think that those two
viewpoints scemed to stand out, This is not surprising, because this is a
major issue of the day. Those lines of thinking can be found in practically
every board of trustees and in every group of administrators. I think that
all members of the group agreed that the administrator shculd pfepare and
get the policy stated clearly. The policy should be understood by all parties
involved, and the administrator should follow the policies vigorously,
because failure to do so will lead to a debilitating situation.

The second issue involves two questions that I have placed together,
becausc we never really separated them. The questions are: (1) How can
job descriptions be used as a basis for employce evaluation? and (2) How do
you collect evidence on work performance to make the evaluation process fool-
proof? On one side, there was great concern about quantifying and how one
really evaluates performance, rarticularly as it relates to the professional,
and terms like professionalism, and so forth, were bandied about and then
discarded eventually.

| feel that to attempt to quantify professionalism when it relates to
imparting knowledge is to know the price ol everything and the value of nothing

The other point of view was that it is not possible to quantify, and
that professionalism should transcend minutely detailed job descriptions.

The individual should manage his or her own time, instead of having the

organization attempl to do so. There was a reluctance to get involved in

this aspect of measurement at least in the area of professional librarians.
o 7o
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The other side tended to say that job descriptions need to be concise,
and that they are absolutely essential to evaluation. They need to be more
than a laundry list. Job descriptions must include the criteria for
evaluation, and they must be live, flexible documents. There was a distinct
feeling that quantifying is not only possible to a degree, but also that
a definite attempt should be made to quantify.

I think that there might have been a middle area, not really expressed
very strongly, that it would possibly make sense to attempt quantification
in areas of the library where it is understood easily, areas such as
cataloging, circulation control, and so forth.

Other ideas expressed were that job descriptions should be reviewed
regularly, and that they ought to be reviewed without reference to the
individual. That may seem contradictory, because emplovres occasionally
tead to make the job, Some will elbow the constraints of the job; others
will fail to take all of the ground that is inherent in the job description,
and so jobs grow and shrink according to individual effort. This is another
reason why jobs should be evaluated regularly.

There was a feeling that there should be two evaluation sheets. One
should be concerned with how well the employee is doing the job. The second
should be concerned with the person as a person. It should deal wi- - tters
like potential. One would tend to avoid style, certainly as it relates to
the performance of the job, but not when it relates to the individual,
measuring the individual as a person with certain potential. As you review
the job descriptions, you should make an effort to see if any significant
changes have taken place within the year.

Many persons in the group hoped for more specificity in providing

answers to questions about making the evaluation process foolproof and
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using job descriptions as a basis for employee evaluation, We found that
we were unable to be specific and provide ready answers to these questions,
The failure to have consensus and the failure to have specific answer: to
very specific questions is, in cffect, an answer in itself. In summary,

we wenl as far as we could at this particular time. I am not sure that

we would have made more progress if another hour or two had been available.
Both Jesse Shera and 1 enjoyed working with these problems, and this report

is submitted jointly. Thank you,

{1
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Group 11 - Leaders: Miss Ruth W. CGregory and Miss Cosette Kies

Reporter - Miss Ruth W. Crepory

Croup I1 examined lour questions which dealt with concepts of evaluation
to account for productivity. We began the discussion by considering the
underlying purposes of evaluation as a tool: to upgrade performance; to
fulfill the basic objectives of the library; and to motivate the stéff to
a satisfactory level of partic pation in the improvement of service.

Our first question dealt with peer evaluation, and various techniques
used at the University of Minnesota and other libraries served as a basis
for the discussion. The major problem that emerged was that of the need
for education of the staff who serve as the evaluators. 1In order for peer
evaluation to work successfully, those who do the rating of others must
demcnstrate maturity at the decision-making level,

Some of the disadvantages associated with peer evaluation included:

(1) It tends to put the employee on the defensive.

(2) There is difficulty in maintaining confidentiality,

(3) Many times the library is required to use procedures that have

been develcped by persons who have very little knowledge of libraries.
The problems created by weak directives and methods developed by
external authorities were of concern to our group.

One advantage that did come out of the discussion of peer evaluation
was the possibility of creating a counseling and educational process through
which the person who is being evaluated can improve and advance himself with
the help of the library director, the supervisor, or sometimes with the help
of his peers,

At this poiut one of our floating experts came in, and we tossed the

question of peer evaluation to the expert. Several points were emphasized

(e
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by our consultant:

(1) Peer evaluation may work when the people who do the evaluation

are individuals who understand the job and what it involves,

(2) Any evaluation which séparates the job potentials and job expectations

will fail,

(3) The evaluation process must be related to the over-all planning

process.

(4) Problems arise when peers, as evaluators, rate on the basis of

criteria which are not understood by the person being evaluated.

In speaking to one of our sub-questions: ''How can you get the ratee
to accept the results of an evaluation?", our consultant advised that in
actuality the ratee will accept an evaluation only from the person who has
control of the rewards, either financial or professional or ego-building in
some way.

Our consensus was that peer evaluation has limited usefulness.,

The second question dealt with the writing of job descriptions, and we
brought out many of the points that Mr. Curley has just mentioned in his
rcport from Group I. The values of the job description in the hiring process,
in counseling, and in cducation were reviewed. The problem of out-of-date
job descriptions was considered and a recommendation came from our consulting
expert. It was that of having a shorter term for accomplishing objectives
and providing for a review at the end of a particular cycle, This should
make it possible to review the entire work situation and to rewrite job
descriptions to meet the necds of new services that are demanded.

The third question dealt with the criteria of evaluation relative to
library work loads. It was pointed out that there are two gencral categories
which are subject to measurement and evaluation in workloads: (1) Producgivit&

that can be measured casily. (llow many cards can vou file in an hour? How
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many books can be shelved in half an hour?) (2) The other category is

what we labeled as the intangibles including attitudes, creativity, and
relationships with people. The problems that arise from the intangibles
were discussed, and one member of the group recalled the suggestions made
vesterday by Dr, Coe when he discussed the critical incidents method, as a
means of solving some of the problems., Patron evaluation was discussed as
a valuable tool for evaluation., Self-evaluation was mentioned also, and it
was suggested that the employee should set goals for himself. These goals
might be related to strengths that an employee ~an demonstrate.

The fourth que. “ion dealt with the appraisal system and how it can be
used to supply information that will reveal people unsuited for jobs that
they occupy. It was observed that six or seven other questions might be
included with this one. It was the consensus that the question itself was
worthy of consideration in that the appraisal system offers an opportunity
for the supervisor and the employee to dis-uss job expectations and service
expectations. In the case of the under-~achicver, the appraisal may help
the supervisor to see the kinds of retraining programs that are needed.
There was general agreement that personnel tools of all kinds i. :luding
evaluation appraisals should be supported by continuing education or in-
service training, and that the appraisal procéss must be underscored by a
rekindling of vision., This rekindling of vision must come from thie top

management, from administrators and supervisors.
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Group 111 - Leaders: Dr. Harold Coe and Mr, Rick Hacgele

Reporter - br, llarold Coe

Before addressing ourselves specifically to the questions assigned to
our group, there was preliminary discussion about evaluation in general.
One of the points on which we agreed was that evaluation ought to be
continuous process., If an employee does something that is worthy of praise,
he or she should not have to wait for six monthis to get a pat on the back
for it. On the other hand, if he or she is doing something that needs
correction, the correction should be given immediately also. When the
formal evaluation interview takes place it should be somewhat of a supplement
to the continuous evaluation, and it should contain no surprises. The
emplovee really ~:vht to know at that point quite a bit abogt how he or she
has performed. suggestion was that the job description might be a
useful document to use during the appraisal interview. It might be
worthwhile to go over the job description with the employee, pointing out
the areas in which ..¢ or she has performed well and those in which he or
she has not,

The first question was: What can be done to change the appraisal

system which gives a six-month probation period during which an emplovee

performs well, and after he or she has been placed on permanent stat':s, the

performance changes; he or she begins to perform poorly? I think that
many of you will recognize this problem. 1t occurs when the prchationary
period is even longer than six months. The same kind of criticism comes to
college nrofessors in situations where the probationary period is seven
yeags. Our answer to this question was that it is not necessarily the
appraisal system that is at fault in this situation. Through better

selection techniques and a careful checking of references, perhaps we can

cC
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cut down on this sort of thing., We recognize, however, that court decisinr-s,
affirmative action programg, and other influences are making the selection
processe far more difficult, The freedom of emplovers to select cemplovees

as thev sce {fit is restricted in many situations.

It was felt that.we need a c¢limate within which emplovees understand
that passing the probationary period does not mean that co  uin n~the-job
standards do not have to be wmet. This may be difficule, o it is not
impossible. 1In other words, we rcally need to establish the idea tnat
simply because someone passes the probationary period, it dees not mean that
the emplovee cannot be terminated. 'The supervisor needs time to supervi
He or she nceds time to deal with people, to help them, watch them, work
with tiem, and not just time to shuifle the papers and do the paper work
that is involved in his job.

The second question was: lHow can the appraisal process handle long-term
cmplovees whio resist changes emcrging from new work to a point where
tvrmination is indicated? The file on these old-timers indicates that the
work has been satisfactory in the past, I think the thing that most of us
felt migh' be worthwhile here would be to involve people in the process of
change. 1f the requirements of the job change, we need to communicate very
early what the employec's role is going to be, The employees should be
able to make suggestions and to participate in planning changes. They
need to be able to find out what impact their suggestions have. They need
to be able to find out what has happened, what the plans are., When meetings
are held, and everyone knows that a meceting has been held, then we need to
report to employees what elements have been changed and what plans have

been initiated, There should be adequate commumication in all respects at

all times,

~
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Another idea expressed in this group was that a board sets the . .dards,
and to some extent you just have to take the attitude that veople are going
to meet the standards; or, they will have te look for cemplo.ment clsewhere.
That was one of the toughest views that was thrown out at this particular
stage.

The deveiopment ol this proble:r with long-term erplovees should teach
us something about hiring procedurcs for che future.,  The idea expressed
in our group was that we should look for rlexibility in employees
<Liould not hire a person for a specific j.b, Instead, we should .. a
mind that we are hiring a person for several jobs over his lifetime with
the emplover, and that it may be necessary for that emplovee to do several
different jobs as changes occur.

The final idea expressed in cur group may te & Dit controversial,

T have lieard opinions that differ, but in our particular group, the consensus
was that the organization ougli. to be somewhat flexible, The old idea that
vou don't change the job or the orpa zation to i the people mav not be
necessarily so anymore, Perhaps we will have to change the organization

so that it {its people better autl T will leave you with that idea.
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Group IV - Leaders: Miss Myrl Ricking and Miss Betty McKinley
Reporter ~ Miss Betty McKinley

Qur group began with the question of how to create a favorahle climate
for appraisal interviews. First, the consensus was that there should be a
preliminary creation of this climate before the actual performance evaluation,
One part ol this preliminary phase is the establishment of the good job
description which sets standards, These standards are communicated to
individuals when they are hired, and are reviewed continuously by the
employee and the supervisor, There should be a ccutiruing and constant
process of communication through irregular and occasional discussions
regarding the performance and accomplishments of the employee.

Secondly, an atmosphere of mutual trust must be established. The
character of th« two persons involved as well as their integrity are
important factors here. 1In the actual performance cvaluation interview, the
suggestions were that there should be a comfortable nentral g: und for the
interview, with no desk betwcen you and the interviewee, and that complete
honesty in approach is absolutely necessary. (This, of course, has to be
a part of the preliminary phase of the per:iormance evaluation)., You have
to establish this at the beginning.

Do not relate the performance evaluation to personal appearance, habits,
and traits. I thinx that we have heard this repeated constantly.

There was a sub~question: Should you keep all ratings on all employees
forever? One of the stafl consultants answered by saying, '"Yes, it is now
the law and not only must you keep the re.ords, but vou must be able (o

make them available to the employee at all times. The employee has a right

to question any negative ent 'ies in his employment file., Iile may qucstion
this bv writing a rebuttal which must also be entered into his file." These
) €y o
Y~ !

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

70

statements were based on the Freedom of Information Act of 1974

The next question was: How can the appraisal process giv  the needed
fnformation for selecting employees for higher positions and/or transfer to
other jobs? This can be done through job descriptions, well thoup:t out
and well reviewed by the supervisor and the staff. Again, there must be
constant communication in between the regular evaluation interviews,
Another thirg was mentioned, which I think probably many of us torget, and
that ls the need to update the resvm{s of the individuals who are on the
staff, so that theiy acquired skills, additional courses, etc., are

O
recorded for ecasy consideration, whenever opportunities for promotion or
lateral transfer occur. TIf a person has a special skill or talent or
aptitude, this should be recognized in the apprai:.al process and should be
underscored. A sub-question that came up in regard to this was: Should we
also use the cvaluation {form and the evaluation interview as a means to
strengthen weaknesses? This suggests placing individuals in positions or
using them in situations where they do not have the greatest strength, but
in which they can tearn and become, as one of the group members s~»id,
"interchangeable parts.'" Generally, the group felt that this was probably
as important as reviewing their skills and their strengths for promotion
and for lateral transfer.

We tackled next the question: How can evaluatica systems provide the
incentive for persc.ael dzvelopment such ar taking Library Science courses?
Jhe group seemed to feed tnhat there should be ince. zives, but ti .t thesc
should not be built in direc'iy to a pay raise-cr to a final rating tor a
rerson, and then related to a pay raise. The consensus was that such things
as the tangible rewards, time off or paying for courses, etc., canr be used

in relation to this, but they should not be tied in directly. Thore was

[ I
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also a sub-question under that: How can you get the emplovee "ov. ved in

the appraisal process? A; vin, we secemed to return to suggest onsz (ihat had

been made before; for exampl!e, that the emplovees themselves should be
involved in revising job desecriptions,

The last question was: llow can vou begin an evaluation system where
it does net exist, and where possibly the administrat”™ - may not think that
it is necessary? llow do you convince administrative superiors that this is
a necessary process? Our recommendation included the following steps:

(1Y Set up goals and objectives with the cooperation of the staff and

thr administration.

+2) Do a job analvsis for the tasks that are required to achieve the
goals ax Toives,
W Crepare .. cion {job ) descriptions that are related to what the

individuals a.e dermnp and expecting to achieve through these goals
and objectives.
{(4) Thery jusz bo2p pounding away ac the administration, and let them
hink tizt  t 1s theilr idea.
Tater we discussed th - preblem of setting up goals that are measurable

un’ ¢ managemcnt by,  bjectives, for ex. le. in & Reference Department.

Lveryone agreed :hat this wourld be very J.tf ~alt, chat it would require a

G LE ATOoUAL 0. w, anc chag yen might fecl alung the way th c it was an
japossible task, The groun ' -1t that it was 1mpootant to believe rhat it
was po=«iblce, ard ch-* perhaps the hest way ro tegin ts 4. meas:urable goals
is te: (1) Assec- 7 serv o zxpectations of the clientele that veu are

serving; (2) Atr ve att som: over 17 goals for vour total organizatioa; (3)
Vork with individuat o -&f meml rs in each area to transfer _he expectations
of the clientele into wonrkable goals and objectives for each of their

LAl
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position., aud then develop job descuirtion  using these objectives, Tt
wils sagresied also that an attempt ¢ ' be mode to gunantify wienever

possible aud (o test the results.

o
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Group V - Leaders: Mrs. Ruth Frame and Dr, William E. Green

Reporter -~ Dr. U 1liam K, Green

The first question that our group considered was: How can an evaluation
system become the basis for increasing pay for employees? The group members
reworded this, so that the question became: "Under what circumstances should
an evaluation system be utilized for pay incrcases?' The consensus was that
evaluation systems should be uiiiized for decisions about pay increases, in
situations where differentials are made in reward compensation based on
signifi-ant differences in performance, and where no attempt is made to
ma! - minute differentiations among performances of various employees. This
is the head/s! oulders principle. Another recommendation was that there
should be a concerted effort on the pavr! of the raters to achieve objectiviiy
in evaluating non-quantifiable factors in the performance of the employees.
This does not imply that the rating will “e cuwpletely objective, ' <ause
since it is not dealing with mecasurab'e cevcfo. nct, Lt must deal with
judgmental factqrs, and is consequent iy .io.es Jve. Tae idea is that the
rating can be made r- e vieful, where the.e is a concscted effort to train
raters to strive ro. cpres i objectivity which will be a_cepued by all
parties concerred

The next fuesticn was: Can the appraisal system survive without being
tied ro pay increases? The response to this was that if the system is
developed so that it coordi.acvs the goals of the organization with the
personal objectives of the curlcvees, perhaps this is possible. Tt will
important to have the evaluucion done on a continuing basis, not just
once a .~ar, and to p: vide .or non-financial rewards, rewards that are

n~.+t direct - related to pay .ncreases.

o~
L
~
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The last question was: What can be done to an evaluation system to
inecrease board/employce relations, so that the minimum wage level car be
broken? The discussion did not result in a definite answer to this
question, The members reviewed the functions of the hoard, cnphasizing the
value of a good working relac.uvaship between board members and library
emplovees., It was agreed that the func ions of the board should be to
e¢stablish goals and policies, to communicate these, and to provide the
impetus for the conduct of all of the programs in the organization. 'The
members of the group felt that the solution to this problem was related to
the actual ability to pay more than the minimum wage, and to :the perception

board members in relation to the work of library employees. The
development of a sound appraisal process, along the lines of our liscussions

here and in the earlier sessions, was seen as a possible solution to the

problenm,



Group VI~ Leaders:;  Dr, Pepgpy Sullivan and Mr, Barry Simen

Repor er - Mr, Barry Simon

Whenever T do this, 1 am always the last one, and it usually happens
that we agreed with evervining else that was said before. Today we have
some disagrecement, and L do not mind this,

Our task was fo design a complete appraisal syvstem, Ve did not really
look at our task in the order of questions rthat were . ., but we used the
questions for general guidance, because if we designed a connlete appraisal
system, all of the other problems would normally be solved.

The _irst thing that we decidcl was 1ot the first element of an
apprais:l system was going to be a rask analysis. We were then going to
prepare job descriptions. Rule lumber One was that no emp loyee would be

evaluated, if that »mpioyee did no' have a job descriprion. (Of course, we

used the Ricking and Booth book ou "ersonnel Utilization to develop those

job descriptionr.) The descriptions, according to the system proposed v
Ricking and Booth, are based on the collective goals and obj.vtives ot the
lihrary system itself.

"¢ next step in the process is the development of standards by which
to rate the individual emplevees. Thesc standards arc in turn related to
the specific job descriptions of the individuals. We ran ints a problem o

tfegoantoting between quality and quantity, just as did some oi the other

pioups. One of the .ore innovative persons ' our group, Dr. Mali, proposed

a solurion to which the were no oSbjections. This was good. The roblem
was that we had no wa ‘aluate professic.al employees on the basis of
cuality. We knew how tluare  hem on quantity. We ccoild count the

number of reference questiors answeved, We could count the nurber o1 volumes

cataloged. Evaluating quali.y was not as simple. What Dr. Mali supposted

1S
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was to leotb at the quatity first, and then to fook at the quantity, The
objcetives that one fadividaal would want to acconplish in the job would

be Tisted, These are things such as writin o avticle aboat the librarve

o the newspaver, talking to a student group, talking to a public eroup
about the tibrary, all of the things that are designed to pet the public into
the Library to nse 0 foformation services, 1o the evaluation ol the
individual we would then quantifye all o those aceas,  The wore arcas that
are completed during the period of the cevaluation, the better that individual
has sertormed,  Later wo had a question about cthe difference betwesn traits
and objectives,  The fraits are what we ased o the old forms, and thev
redate!d Lo quantity,  Qualits, adaprabi Lty, and the objectives are differ ¢

* b

accordiae to the MBC approach. Ve nad no problem sctting obicotives for
nminagement stvatf, becausce we ave maning by objectives, but we had ~ome
diftiealty working with the other s.oaff, We decided that there were wavs of
mess aring the traits,  Instead of rating the individual's quantity s "'Poor'
o "aperfor, " we used a standard.  lor example: MSuperiov performance is
soing to he cataloping so manv books per week.'" lFair .erformance is soing
to e cataloping so many fewer books per week,'  Hence we were tving the
objectives Lo the traits,

Ooc of the members ¢ the group raised the problem of evalunation done
be poople and apencies th - ¢ o external to the library, This caie up with
thee avs temice liby ries where the statvis ave being evaluated by the students
ard al v becans: ot taculty stad . dssue:r,  The star: is bed cvaluated by
ihe teaching faculty In the ymivers v, The problerm was: How can persons

i

coave external to the Library be in a4 position to cvaluate indiv aals on

the library stat{? An evaliation done by thesc persons must really be

coadnation of the total service and not really of Gwiduals,
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question then came up of whether or not individual evaluation is cven
necessarv, and the answer tu that was that it depends on the type of
evaluation you ave doing and its purpose. I you are measuring the service
of the library, it is proper to evaluate as a who'le, but if you are doing
an evaluation of performance for merit increases or for promotion, it is
neeessary to do an dividual evaluation.

Olher esternal intlucnces were cited as problems, but we did not really
gel solutions for them, The system scemed to require competition among the
staff members. You have so many dollars of r.rit money that can be allocated
to so many people on the staff. Your allocation specifies that caly eighty
per cent of the staff can get merit increases. This creates competition,

Tt was not clear whether this competit m is good or bad or --hat can be

done wbont it., Auother problem is created in a situation where you are
working as part of a mmicipality or as part nf{ the university, and you have
2n evaluation form that is designed for the entire system. The librarv is
only part of it. Our recommendation is that ou should forget about all of
the aspects of the evaluat >n form that do not apply to the library. 1If
‘here are areas that are specsfically related to the library that are not

on the form, you should add them,

We looked next at the appropriate time to do an interview. If vou nre
doi~y a negative interview, do not do it on a Friday afternoon ¢ let the
emplovee brood abont it ¢ :or the weekend .  This makes it worse, imilacrly,
de net decide to do it on a Monday merning, and kill the wholc ek for the
emplovee, Ve ‘ccided ti.ac Wednesday after Tunch is the best time for a
negative i erview.

The settinpg for the appraisal interview, contrary to what an carlier

~roup repovt said, should be tormal. 1t sho'1ld not take place over cot ce

[
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at lunch, e it shonld be private, Tt should be kept in as much ol a
business-like atmosphere as possible,

The inlterview must always end positively, Yoo always s'art out
pusitively nd end positively, T1 you cannot end on a posi o:ve point,
either vou should tell the cemplovee, or let the mployee tell you, what he ov
she can do to improve in the nepative dareas,  Theve was the decision also
that there does not alwav.. have to be something i ive i the appraisal,

Do not look for pettyv things just because vou feel that a totally positive
interview does not worl,
.

Oar )',I_’Ullp.d(!c.lklc"\ that appraisals nced not be done annually or on the
anciversary date ot e emplovment,  The appraisal can be short term, after
a proiect has been completed, or tormatly every lour months or every three
months., ‘The form that the appraisal takes can either be very tormal, usin
a stan. o intervicw form, or it can be verwy informal, things such as writing
a memo to the emploce or a memo to the higher supervisor with a copy to the
emplovee,  This enables vou to get something inte the personncl file. Or,
even move intormallv, vou might return something to the employee with a note
written at the top that savs, "Very wood.” These are elements that become
part i the performance appr foul techniques.

vo last thing that o . cussed were the terms that are used to
messure performance on the appraisal to ‘e found that terns such as

e " or Satsifactory” are sone shat meaningless.  People ten! to rate

Sivh en the rtorm and "Satistactory' erts up becoming a wediocre level ot

performance.  One solution, teat w  hoard Dr. oove discnss yesterdas, mav b
behaviovral anche cing,  Inst. @ oo nsing "Satistoctory,'" you have sonc

description of th level of service ov the level of oarsonality that is

requiced for o0 satistictor tevel, ane you checlh off that.  Thank vou,
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WALUAT O

PRACT TCATL PHOBC! S ON

v
walter W, Covlev) President

Gaviord Bros,

(This discussion was presented by fhey Cari eSS ssion I, October 240 19750
. l "’ »

also the tormal paper b Moy avlev, pp. S0,

[ am represented on Che provram there as Walter Corlev, and that's the

fellow 1oam, amd so 1'm here,

Iam a tibrarian sho is a businessusan or o boginessman who happ ng tu

be a Librarian, depending o where you ar - cominy from and how ye .o o fooliing
at me, and T'm not exactly svre |owant to koow whi EERITE S IO S0, wi dh
that little bit or a backh-romnd, | also sav that I prepared a The
Librarv Divector LFvaluates the stalf." 1 thoneht perlhaops o have

t

P

betfore T otalked, and so | av woine Lo talk with only occasion 3
to the paper,
[t's a fairly cviical paper, 1 Jdou't think T'a nsual that kind of a
suv,  Yhe fact ot the watter is thav there are arcas in this busiicss of dealing

with statff and attempt i to evaluate and to make decizions properl - as thex
‘ '

relate o statf, which «an ¢ice one a real attack of welancholvy, i1 vo're

~ocareful, vhore will be others, bosespest, who wili deal more pouiively
Cotns the pdtters s baao., and so operiiaps con can view ny contribations as
somethitn, ol a balance whee!,
Chie ol the a tapes actaat e of wvins A talk fike this Do that vou
apoadd vo s start thinking bout the gubioo Coha: And

Loadrpen Tanrse

before ettt the Company te come here, | oinstitated a couple ol toings in

che evaluation procedures of o Coupany, which boworbd Bace do o somet fue
apo, i had thouebht aborr Chom - aned so 7 thous oead feny, and dow Thew

are be:ae done,

O

ERIC

Aruitoxt provided by Eic:



Pealiation - well evaloation tor what? 1 opuess thar's really the question

that 1 ask myselt, 1 am Less gqeientitically oriented fnomy approach to those

matters thar perhaps mans ot the other speakers, oo it there Is a Lack of

«

gy cLstication in oy approach to this matter, hope you will bear with me,

For, evatuation tor what ! Wello bosrppose quickly von would sav, "Well,

cvaluation is Lo mithe smre dhad the person in the post s performing correctly

N

b wel D and willl oper his oo her gust o desetos in due process ot things.'" Well,

N

and perhaps it is more than that. It wcan be rigged also Lo measure the

T
)

ctliect iveness ol the whole bivine nolic Ves, 1t measures the tfecriveness

ol the cmplovee,
When 1 osas etlectiveness, L orend to think in terms ol citicicency, and

when [othindh in terss o etticiaen 1 fhink in terms of ¢ oo rtor which the

oalpit can be qrantitied. | irmediacely carn to some of the more clerical

functions that exist in v Library,
Fooalualion can be used also to come up With negative respons.s which
ca.. be quite  setul to any admind rrator in a vaciety ol wavs. U can also

'

lead to he wmeasurement ol job soundness, 1s e job really a job that people

can do’ o, is it et siwmply sort ot oan clephani's gravevard, that you

+

imple toss Lomebody cnto and Beoexisls Yor o year, and then he's pone,  And

cuent ol measoiay the superviseor, because in

coatoation ot the eoplowsee, won work eacl trom ftatote the person doimy "he
B v ]

el pne, Corie su. ol oscore card develops g i relates to the person
doiny i evaluatos oo Teastoon b Livie 1 oot "o, and strenaths and
wrahaesses and potentici oar call taciors Ve evaiuation pUocess,

oo st ial. o) conrse. Ss osomeidiongy o doot, tor exempie, foode dine
with proeoess ol EERRNCIER SRS A SN seiioc! Ther Dopeteatial,  The
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potential is viewed on the basis of the marks and the general intelligence
and appearance - and Heaven knows what else - but lots of things, And then,
the question is: Will the person be able to execute? And executing is quite
another matter, and in my opinion, at least, does not directly rclate to ine
level of intelligence or the level of marks or anvthing else. It's a meshing
of a variety of skills - a variety ol background - a variety of interests - a
variety of disciplines. And so, potential is there, but whether it is
translated into actual fact is another matter. And potential doesn'!t exist
forever. 1t comes and it goes,

In Japan and in many other countries, it is interesting to note that the
records of performaﬁce maintained for personnel emphasize only the positive.
They emphasize only the positive because, in effect, you can't let anybody
go in Japan, and people don't leave anyway. You go to work for a company,
and vou stay, and you stay forever, and that's essentially the process. It
is changing a bit now, but essentially that's it. This is one of the rcasons
why the .Japanese don't use many of our evaluation techniques, because the
point is, il an evaluation is turning up negatives, what can vou do with ie?
You want to know what the strengths are, not the weaknesses. Aud so, if vou
are running a library in which you can't let people go, because of any number
of other forces which are brought to bear on your decision making process,
and there are many directors of libraries, perhaps out here, but certainly
around‘the country, who automatically give people raises every vear, because
not to do so would raise a tremendous flap. The only people that they can
let go are those who get caught stealing or going into the wrong washroom or
something of this sort. And so, vou deal with mediocrity on an everyday

basis, and if that's the case, then evaluation for what?
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Well, that's perhaps overstating it just a but, but nonetheless, |
think you have to bend things to fir where you are and the environment you'
living in and what you are attempting to do.

.

Now in my own experience, it has been practical to maintain evaluative
criteria, alt least for professionals, in the area of professiénalESm and
ability to execcute, the capacily to conmunicate, imagination, aud imagination
isn't always a bonus, you know. 1t isn't always a plus, particularly as it
relates to some specific job. Nenetheless, you ought to know if a person
has imagination, Decause in certain areas it can be a tremendous advantage.

Another criterion is good personal habits, although I realize that
that's gone out with the dodo bird, but nonetheless, ig impinges on the
offectiveness of the individual to cope and that's important, because if
you're running a library, your job is to execute, to get the job done, and
to make the institution serve the people it's supposed to serve, and so
therefore, you just have to deal with problems and weaknesses of individuals.
It's my firm conviction that after working for a quarter of a centur& with
people,that in order lo get strength in any critical position, one must put
up with weaknesses. Failure to recognize this fact has led to many, many
bland appointments in our libraries. Placing in potentially dynamic positions,
people who get there by virtue of having a lack of recognizable weaknesses,
often brings little or no strength to the position, and so that worries -ne.

Every institution, at least I feel, has a life of its own. It lives
whether the director lives or not, and whether the employees perform or not.
1t is very difficult to kill an institution, although the attempt has been
made on occasion through lack of per formance or for lack of budgeting or any
other reason. And so it's very, very difficult. It is a living, breathing

organism and it 1is made up of people. Policies and practices, which supposedly
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are dictated Lrom above for the good of the library or the community will
not necessarily become realities, and vou have to deal with that. They may
be accepted or rejected or partially digested, or completely regurgitated.
The head will not always be able to control the emotions of this organism,
but the sccret of sound administration is to know how to do just that, and
it relates to evaluation as well.

1 now have a lot more concern for the importance of the emotional life
ot a librarv than perhaps I once did. Writing memos and pressing buttons, and
talking to people does not necessarily make the giant stand up and walk.

Now, no matter what size or type of library vou're involved in, 1 think
vou arc probably going to have to have an evaluation report, That starts
off on a negative tone, but T think thev're good to have, except that 1 worry
about them, because I have seen maybe in 20 or 25 libraries and three or four

|

businesses, in which I've been involved, evaluation reports, and thev seldom
work. They seldom work for any number of reasons, and yet failure to have
them is an admission, at least at this time in life, of a lack of administrative
and management skills, and it is tantamount to dereliction of duty., So you
really have Lo start on the premise that you should have an evaluation report.
And then | go a step farther and say,well you should have one, but you should
try very hard to make it work. 1f it doesn't, well then you have other reports,
which will make up for the deficiencies of the evaluation report. But somehow,
if you are going to run a good, tight ship, and run a decent library that
serves the people it is intended to serve, you've got to get the best out of
the people on the staff, and have them feel that they are contributing as well,

T think that most of the theory calls for having talks for evaluation

at regu Ltervals. You have them at regular intervals, and you show the

.
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cmplovee what you have said about him, and there is usually a signing
procedure, Of course, 1 think evaluation should be on-going, all the time,
and the préblem is that it occurs once a vear in a formal structure.

Now thiese are some of the problems that 1 see in every library situation:
There is a sort of intimidating feature to the evaluation. What are you going
to do with this report? 10 the supervisor says, "Well, the Chief up there,
he wets this report, and because ol the pressures oi the day -- there's the
union, there's an affirmative action program, etc." They have half a dozen
other reasons zeroing in to bend the decision-making process. Then, what is
Le going to do with the report? And if I say that Susie, in effect, is weak
here or weak there, and she refuses to accept this, and we go up to see the
boss, because there's always a review procedure when the employee does not
agrec., Then if the boss backs out once, which he may very well do, because
Le doesn't want a lot of problems from this ei - then what do I do? So
I check, if I know: "Good", "Excellent","Cood","Lxzcellent", "Good", "Excellent',
and [ put it in the file. And il you know that mediocrity is going to be
tolerated, that's exactly what you do, if you're a supervisor, and so you've
got a problem. What I'm saying is that just having an evaluation report, and
juét working with it and getting it into the file once a year is not enough.
There has to be the right climate within which this report is used. It has
to mean sonething, and it has to give tangible evidence that it is going to
be used, if it is to be anything more than a farce. And so, that's my personal
feeling.

Now disciplinary reports are cssential if an administration is going to
cffectively evaluate whether an emplovee should stay or go, and frequently
these reports are used to build a case against an employee. ‘the first thing

that happens is that vou are called in by the Union or the Civil Service or

14
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Lhe hoard of Trustees, and they ask, "llave you had progressive discipline?"

"llave vou come to grips with the prob -m before?" "ls this the first time?"
"llave warnings been issued?” "Have vou done all of these things?"

And vou sav, "Well, such a file on this person, you wouldn't belicve."
And then vou whip it out, And here's the report, negative in scope and it
has been tailored to do just that, because that is the only wav yvou are going
to be able to get rid ol that individual, short of some of the things that
T mentioned earlier. Well, that's not an altogether wrong reason, but if
that is the only reason tor having the report, that's very poor indeed.

“he covaluation of potential, Well, T think that it is very difficult
to get a truc evaluation of potential, Most of these evaluations are made
on the basis ol line supervisors who in themselves have some concern. I tend
to think that the evaluation of potential ought not be done by the line
supervisor. Lhe supervisor ought to rate the individual on the job he or she
is doing, but potential should be dealt with in a different way., Writing:
"I'his person hias potential,' and putting it in the file, and looking at it
thr.-e years later -- that is no good, T think the file on people who have
potential for moving up has lto be kept up-to-date, because people turn sour,
and thev turn sour quickly, This 1is particularly true of young library school
students for any number ol reascns.

In considering potential, I tend to ask four questions: (1) What has
the emplovee done well? (1 am not concerned with what he doesn't do well.)
(2) What does he do well? Therefore, what else, might he or she do well?
(35 What training should the emplovee receive to develop or utilize existing
strengths? and (4) Would the administ -ator or supervisor or 1 like to work

with this person?

i
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Because | have not trusted many ol the reports that 1 have received,

I have tended to keep an additional file of my own, in my own desk aud locked.

Subsequent speakers are going Lo say, “That's pretty hard," 1t is. On the
other nand, it is bett2w than not lLaving a file at all.

In filling vaevious library vacancies, the record of potential should be
studied carefullyv, and the person with the greatest strength that relates to
the joh should be given scrious consideration. The job should never be tailored
lo the individual. And w... you have the freedom, and you may not, but when
you do have the freedom, 1 think you should always approach it on the basis
of the person who is best qualified for the job. That 1is why I feel that it
is important to have a file on strengths. There should be a file on potential,
not as it relates to the job that the individual is doing, but as it relates
to the individual, You rate the person on the job he or she is doing, and of
course, you take that into consideration, but you have a separate file which
relates to the qualities and the abilities of that individual, nis potential
for doing something else just as well,

Tt is easy enough 1 think to find out about the weaknesses. The supervisor
tells you these. You get them occasionally in reports as long as they are the
reports that do not have to be signed. It is difficult, however, %o find out
what a person might be able to do, over and above the job that he or she is
now doing. And so I have worked, talking with supervisors, heads of personnel,

and other individuals, asking for reports on this person, on that person, or

some other person, trying to build a mosaic on the individual from a variety

of sources.

.)"

Now job evaluation is every bit as important as personnel evoluation in

all sizes and types of libraries. It should be an on-going and thiorough process,
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11 Ly heen wye obseryation that where this s not the praciice, jobs change
(el chavracter and emphasis over the vears, and in the cad otten become
not do-able. There are jobs that are reallv not do-able anymore, not Lthe way
that they are constructed, Any position in which there is frequent turnover
of high caliber personnel should be studied carotully, with this possibility
. mind.,  Job desceriptions have to be very, very carefully worked out, because
otherwise vou are hiving the wrong person for the job. You are not matching
the individual and the skills chat are really required.

Now one problem in the libravv profession,as 1 sce it,has been rhat
library school gradnates arve often offered positions that are small and
limited in their scope. ‘lheir abilities ave not tested and challenged as
thev should be, and as 2 result, the emploves leaves, or worse, slays and
becomes burned out in a relativelv short period of time. 1 think that one
ot the real problems in the professions today is that there are a.numher of
people in the thirty-to-forty-five range, who have become sour and embittered,
and by virvtue of geography or other constraints, ..nnot move. "I've had that
one promotion and 1 am never going to get another one.'" And everybody is
stuck, and that's too bad. This is particularly tr.e of the young graduate.

llave you ever scen the vouny praduate coming out of school, petting an
assigmment, and going into a branch library to be asked to do this and *hat
and so forth, scmi-clerical functions, and what have vou? He was all steamed
up about outreach and somehow or other was nof able to get to it? The whole
thing just siwmplv becomes a situation where the institution is wearing the
individual down. And it's true, of course, the cawmpus deals with theories,
and therefore vou expect a little of that, but what tends to happen so
frequently is that pcople full of promise never reach that goal, because they

veer off or thewv become wmbittered or they give up. I think this is verv
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important, One of the great problems of recruitment Is not recruiting., 1t
is simply taking care of the people you have, and then you can recruit less
Cr, when people leave, they are satisfied, and you get other people, because
they sav, "It's a good place to work,'" I think that this is really a problem
of the day,

One ol the problems about evaluation is the fact that in a relatively
small library, it you're enthusiastic, you can do it yourself. As the
library gets larger in scope, then you begin to delegate these functions, and
frequently you wind up delegating these functions to just such an individual
as 1 described earlier, the person who accepted one promotion, has become
burned out, and views any procedure other than the scat-of-the-pants approach
as one that is scientific fol-de-rol, and is not going to work. And, of
course, it isn't going to work in that climate. So a great deal of training
is necessary in order to make something like this work, when you have a
large library system, with entrenched staff, and you yourself are remote from
the individuals wito are being evaluated. You must depend on line managers to
pull this off. Before you do that,you really have to have committees and
work ovt the way to approach it. Quantify where you can, try to make sure
that the various line w.anagers are evaluating people the same way, and
develop a review process, so that all of it works out reasonably well,

] start with the premise that the librarian must keep his or her eye
on the ball, and the real reason for running the institution is to serve.

And sometimes we lose sight of this., And so, if one is terribly concerned
about one's book collection and having it in good order, withou! gaps, up-to-

date and reflecting che interests and needs of the community, there is another
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collection o1 resonrce within the Tibrary, which you onght to also use to
the preatest possible degree, and that is the people that you have, Without
that vou are never going to gel the "bang for the buck' that vou hope tor.,

There are three statements from Machiaveili that 1 will just toss out
here at the end: (D) "here is nothing more difficult to conduct or more
aneertain ol suceess than to take the lead in the i ntroduction of the new
order of things. (2) Where the willingness is great, the ditticulties cannot
be preat,  (3)  When neither their property nor their honor is involved, the
majority of men live content," This 1 think is quite true. The problem is
that most of the problems that occur when dealing with large numbers of staff,
seem to involve either one or the other or both, One staff member does not
get a raise that he or she deserves, the property is involved. Another staff
member does not get a promotion, honor is involved, and probably property as
well, Tt is a very difficult problem area.

Evaluation correctly handled is a marvelous tool, but just knowing what
the textbook says and making it work is something else again, 1 would suggest
that vou establish a favorable climate firvst, Then vou work back to training
the people who are poing to be doing the evaluation, and then vou instituic
the program, Otherwise, you run the risk of becoming involved in a meaning-
less exercisc with an clement of farce to it, and 1 do not think that any
administrator wants to become involved, or can afford to become involved, in
that kind of an oper=tion, 1t is worth doing, but be careful how vou do it.
Until you have complete faith in the evaluation process, then perhaps you
will do as I have done in the past. 1 have had my own off to the sidc, which
T have used to check the evaluation process. This ¢ither proves that the
svstem is not working; or, T do not know what T am talking about, and il is

& little of both actually, 1 telt rhat the helt-and-suspender approach wmaude
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sense particalar by oas it dealt with potential, and pavticnlarly as it dealt
with strenpths,  And until an evaluation process will do that tor me, and
I van be contident in it, then © will do that myselt, inaccurate as il may
be. In the evaluation process, | feei that for me the most important task
ie Lo determine the strenpths ot individuals, and to have those avai table
o that 1 will he able to promote strenpth, rather than make Jdecisions about
pro .tous on atowilly-nillv basis,

Later on you may wish to challenge some of this, but that's it for .ie

moment . Thank vou,

e
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PESCES S TON: P APPRATSAL PROCESS
Fioy
Dr, Paal Mald

D owant to summarize some of the things that we ve been Saving about
the appraisal process,  These who do not take the systems approach fnothe
appraisal ol work performanee ate polne to experience ablb kinds ot probltems,
Those who tocus on the individod! aud ignore the work arve poing to have
problems,  The tocas wast e on the work, not on the personalitv.  The tocus
st be on the work and what the person is doing with the work, That is
where the focus should be,  Now let me see it 1 can pull together these
‘hings into a process.  As bosee ity there are Four elements to the appraisal
process:

Number ence is the work planning. Vork planning is broken down into

two areas: (1) Work derinition, and (2) The apprai:: @ process ov app ~ai sat
planning. The process ol appraisal starts with work plauning. Do not wait
until ali of the work is completed ond then start vour appraisal. You must
build into the work-plinning a process tfor appraisal ot the work, You come
to wrips with the definition of the appraisal process, with the deficition
of the work.,

Number two is the performance. 1 think that scne of you have said this

very nicelv, "We do not wait until the end of the year to tell someone that
he is not 'cutting the mustard'." If they are not 'cutting the mustard'
during the year, you've got to tell them right there and then., So, theve

is a kind of informal apprai. al process, and you do not wait until the end
of the vear, In the same way, il somcone needs to be recognized in some way,
do not wait until the end of the year. Do it then and there., Recopnition

can be financial and it can be non-financial.
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Nanher three o the appraisal doterview,  This s very totmal period
ol ime, (he superviaor will assenb e rntormal fou, and he willl sehedule and
condue ta pive-and=take session,  Ino this phase, there will be ndpments
mide about the work ot the subordinate,  Note that there are two imporiant
anpects () preparing tor the ot crview, amd () condueting the interviow,

Numbeo tour in o vecopnition or roewrrd,  Rewavds are both financfal aned
mon-tinancial,  Now that is the overall process, Lt me make this point:
Many proups talk about equativg, appraisals with pay i wreases, Appraisal
Geems Lo suppest that it is time to get a raise,  las it ever occurred to you
that the very basic appraisal might mean the justification ot the salary
to bepin with? This means that in manapement, we want Lo review continually,

" M"Can 1 justifv

We want te ask questions such as, "Do I need this persont!
the money 1 am spending?’ Somehow we have developed a notion of appraisal
that aske. "o | pive him a vaise?' Or, "Do I not give him a raise?" We
say, "He has done poorly, so 1 don't pive him a raise.'" WRONG! 1f uc or
shie does not do the work, it the work has been done pocerly, you tive them,
They go.  vou do not continue to pay the salary, if the work is not donc or
not done well, That i1s what it wmeans,

We are talking about zero-based budgeting., Tn the planning period, we
start with zero. We have nobody working for us, we have no products, no
services. Wo have nothing. Then we begin to build the budget. Ihis means
that we want to justify your salary, your salary, and rour salary. The
opposite of this is what happens many times: We say, '"We had this budget
last year, and what we will do is build from that point." We make changes.
We add increments, We assume tﬁaL the budget is going to continue, and that
we simply add increments. ‘This is why groups talking about appraisals are
heard to s, M owant to petoa raise tor my people,'  Or, "I want morc

moneyv.'' 1 sav to you that appraisal should mean that we justify what we are
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spending already.

Now, let us develop some ideas about each of the areas that we have
identified. Work definition is first. This is very important. The group
sessions did a marvelcus job in focusing on the fact that we have really got
to come to grips with work definitions. So, I suggesﬁ that you make a work/
task analysis, a matrix of all the jobs that you have. Do not consider jobs
as shrines. Do not be afraid to restructure jobs. Change them around. che
search for efficiency is one in which you are constantly seeking changes that
lead to improvement. Incidentally, this is not juv-t examining one job role
or one individual. It means that you take the total task, you build a
matrix. Here is the task. Now here are the people to do this task. You
consider the total work to be done, and then proceed to find the selves and
the roles and so forth. We are talking about job descriptions. We are
talking about the work, the roles that ropresent the jobs. Notice that we
are not talking about personnel; we are talking about the work, work
definition. We are talking about job descriptions.

We have not said much about standards of performance. I think that
librarians do not use them more, because they are difficult to develop in
some areas of library service. I think that they would be very useful.

More attention needs to be given to developing useful standards of performance.

Next, we begin to set up work expectancies or objectives. An objective
is a work accomplishment expectancy. I expect to do a certain kind cf thing
within a specified time. And finally, as part of the work definition phase,
we make plans, work plans. Hew am I going to do the work? If you are in
an area in which the work is largely routine, then the work is fairly well
defined. We need to remember that all of these considerations are necessary

in order to do a good job of work definition.

N
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We move next to appraisal planning. The first consideration is the
purpose of the appraisal. What do you want the appraisal system to do for you?
I have suggested some of the goals-and purposes of appraisals in my paper that
was distributed to you. The purposes of appraisal include: to appraise the
potential, to set up conditions for achievement motivation, for feedback of
organizational changes, to account for productivity, and to develop personnel
for positional changes. Finally, of course, we have the tradition of the
justified pay increases. Let me suggest that if you adopt half a dozen
different purposes, you run into problems because there is not an appraisal
system in existence that will satisiy all goals equally well. I refer you also
to the paper written by Dr. Harold Coe and to the portion of my paper that
considers the eclectic appraisal.

After establishing the purposes of appraisal, the next step is to
develop your process, or what we will call your technique. It is the purpose
that determines the method. There is no such thing as: ''Use this method
and you cannot go wrong.' It is first, "What do I want the appraisal to do
for me?" Then, "How can I accomplish this with a process or a technique?"

It is at this point that we begin to consider forms. After deciding on the
purposes and techniques, you proceed to design your forms. The forms should
reflect the way that you plan to reach your goals. Analyze for potential
problems. Consider what could go wrong. What might become a difficulty?

A good method is to try an informal sampling. Get the bugs out of the
system. In business, we call this marketing sampling. We are introducing

a new produ.c, We try it out in a certain area. So, after you get your
appraisal process organized, try it out with one or two people, and as I
have said, get the bugs out. Some libraries that are close together may

want to form a comnsortium. If you have mutual goals, you might get together
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and develop a pfocess and try it out in one of the libraries. In this
instance, one library would be used for your research model. 1 also
suggest to you that this is the place te begin to plug in all of your
affirmative action sensitivities. 1f you ask a question on the form, or if
you take a certain approach that is against your affirmative action program,
then this is where you will bring it out. (Mow, if you have no .firmative
action program, then you have another problem.)

We look next at the appraisal interview. The most important thing is
to prepare for the interview. Another important item is validation. How
valid is the information that you have in your appraisal system? Validate
the information that you have. The third step in preparation is to create
the climate, which means that the appraisal process is not a process in which
jobs are threatcned. Neither is it a process in which people are going to get
pay increases, I think that you have to create the climate through an
underscanding of what you are trying to do. The final step, of course, is
to conduct the interview., I refer you again here to the paper by Dr. Coe.
He gives valuable points about good appraisal interviews, and 1 recommend
that you use these. There are other ideas that I will mention very quickly,
because our time is becoming short. One of these is the matter of selecting
your style. Another is helping the person who is being interviewed to feel
at ease. The last item is feedback; you should provide for follow-up. This
takes place after the interview, but itis really part of the intevview process.
It relates to monitoring, in a way, the kinds of things upon which you and
the esnloyee have agreed.

For example, it is not enough to say, ''You didn't do the job," and stop
at that point. What must you go beyond that point? You must then ask,
"How can we change next time, in order to do the job?" 1If the employee

makes a suggestion you might say, "1'11 help you to do this.'" Then you have

iii
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both agreed on how é useful change can be effected. You will still need to
monitor this. Provide for a follow-up in two months or in three months.
Mike sure that the employee understands that the follow-up is essential,
From the appraisal interview, you want to achieve a meeting of the minds
between you and the employee., You should both agree on how the wrong things
can be corrected, and how the right things can be continued. You should

plan for a check in two or three montl's, or some definite period of time, to

be sure this is so. Our time is up. Thank you very much.
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SUMMARY STATEMENT ON FINAL SESSTIONS, SUNDAY, OCTOBER 25, 1975

lioliday Inn, Charleston, Illinois

The format for the Sunday morning program was changed from that which
had been announced on the printed program. Plans for a role-playing
experience, involving all participants and developed by Mr, Thcmas Brown
and Miss Mary D, Quint, were announced as a substitute presentation, This
activity gave the participants an opportunity to experiment, without the
assistance of tha Institute Staff, with the tasks of deﬁéih?ing job
descriptions and standards for measuring performance for three positions:

(1) A Reference Librarian,

(2) A Circulation Clerk, and

(3) A Head Librarian.
The context of the library, a public library serving an academic communify,
was outlined by Miss Quint.

The participants were organized so that they would assume roles that
represented three different perspectives or points of view:

(1) Trustees,
(2) Administrative Librarians, and
(3) Line Librarians.

Members of the Institute Staff met in a separate location for a final
review and assessment of the activities of the previous sessions.

After a period of approximately thirty minutes, the Institute participants
and staff reassembled for the final series of reports. These reports presented
the views of Trustees, Administrative Librarians, and Line Librarians o.l the

job descriptions and standards for measuring performance for the three positions

listed above,

pamt
e
o



O

ERIC

Aruitoxt provided by Eic:

99

The role-playing groups approached their werk seriously, and tne reports
were lively, reflecting the consideration that the group members gave to this
joint-attempt to experiment with the writing of job descriptions for a
hypothetical situation, The reports were not intended to be defiuitive
statements or models for future planning in individual libraries. TFor this
reason, the complete transcript of the reports is not included here. A copy
of the complete transcript will be given to the Planning Committee for the
follow-up Conference that will be held in 1977.

The roie-playing exercise provided an opportunity for all persons to
share in decision-making relating to performance evaluation, in a neutral
setting, before returning to their own organizations to begin to work on the
second objective of the 1975 Personnel Evaiuation Institute - implementing
plans for an appraisal process to be carried out in their individual work

situations.
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OrrICK OF THE SKCKBTARY OF STATE

SPRINGFIELD, ILLINOIS 62756

MICHAEL J. HOWLETY

SECRE TalY UF DAL

October 20, 1975

Miss Frances Pollard

Professor of Library Science

Booth Library - Eastern Illinois University
Charleston, Illinois 61920

Dear Miss Pollavd:

It is my pleasure to extend greetings to you and tc those who
are attending the Personnel Evaluation Institute ar Eastern
[llinois University.

In the circumstances in which most libraries operate in these
days of financial difficulties, it is more than ever important

t! ot the personnel in libraries cont>ibute to the *otal mission

of the library to the very best of their ability. An institute such
as you have planned should go a long way toward assuring that
each person in the libvary has meaningful objectives designed
to move the libvary forward, and that the evaluation of each
employee contributes to the goal of the institution.

[ wish you and the institute participants the greatest success
both during your meeling at Charleston and in your fulure
applications of the techiiques you explore.

Sincerely,

;z‘chacl J. Howle

Secretary of State




(ICHAFL. ). HOWLETT

SECHETANRY OF 3TATYE
AND
STATE LIBRARIAN

OFFICE OF THE SECRETARY CF £ "ATE

ILLINOIS STATE LIBRARY
SPRINGFIELD, ILLINOIS 62756

October 17, 1975

Miss Frances Pollard

Professor of Library Science

Booth Library - Eastern I11inois University
Charleston, I1linois 619¢9

Dear Frances:

I regret that because of a previous commitment I will not be able to
attend the Personnel Evaluation Institute at Eastern I11inois University.
I especially regret that I can't be there because I am very much aware
of the importance of the subject, and how much this management function
contributes to an efficient organization.

I would like to extend my good wishes to you and the participants at the
institute both for the institute itself and for the days ahead when the
principles of the institute are applied in libraries throughout the state.

Sincerely,

)

}Q ll( . ’{\"‘( t\rc :.AL\ (“
athryh J. Gesterfidld
Director

KJG/ dw
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EASTERN ILLINOIS UNIVERSITY

CHARLESTON. ILLINCIS 61920
Telephone 581 2011

Oftice of the President

All of us at Eastern Hlinois University are pleased to welcome you
as participants in this Personnel Evaluation Institute. The theme,
"Professional Growth Through Evaluation” is an excellent one. As
professionals, we should ail be concerned about improving our
profcessional performance, as well as assisting those who work with
us .

[ hope you have a rewarding institute. Please enjoy our campus
Again, welcome.

factlities while you are here,

Cordially,

%M Ot

Gilbert C. I'ite
President

i .)4’)
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PERSONNEL EVALUATION INSTITUTE
Sponsored by
The Il1linois State Library
&
Fustern Illinois University
Department of Library Science
October 24-26, 1975

PROGRAM

THURSDAY, OCTOBER 23, 1975
8:00 - 10:00 P.M.
Institute Staff Meeting = ....... i ivveesessess Charleston Holiday Inn

FRIDAY, OCTOBER 24, 1975
10:00 A.M, - 10:45 A.M. .
Institute Staff Meeting W ueieiseeesesesesaseses ELU Uniom, PARIS ROOM
(3rd. floor)

10:45 A.M. - 12:30 P.M.
Registration Wi uveresasssesesssssess EIU Uniom, ALUMNI LOUNGE
(2nd. floor)

Note: For thuse who complete registration early, we recommend a stroll
on the campus. We hope that the weather will be favorable. The
walk leading North from the Union will take you to "0ld Main."
In the Sargent Art Gallery, on the first floor there, you can
enjoy the exhibit of the work of the Art Department Faculty.)

12:30 P.M. e eesseeasraanas St iieeieeseessecssssevesess EIU Union Ballroom
Lunch (2nd. floor)
EIU Union (3rd. floor)
1:30 - 3:30 P.M.  seeeveaoeos. SESSTION I ooveeeeno.n Charleston/Mattoon Rooms
SESSION 1 - "The Big Picture;'' introduction of the basic ideas relating
to personnel evaluation, in brief conceptual presentations.

Opening Remarks - Miss Mary D. Quint, Senior Consultant
Library Mcnpower Utilization, I1llinois State Library

- Dr. Frances M. Pollard, Chairman
Department of Library Science, Eastern 11linois University

"pundamentals of Management' - Dr. William E. Green, Chairman
Department of Management and Marketing
Eastern I11linois University

"The Library Director Evaluates the Staff" - Mr. Walter W. Curley, President
Gaylord Bros., Inc.
Syracuse, New York

Intermission ( Fifteen minute break. Please reassemble promptly for the
continuation of Session I.)

ERIC iz
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PROCRAM  (continued)

"The Human Element in Organization" - Miss Myrl Ricking
Employment Supervisor
The Urban Institute, Washington, D,

"Employee Evaluation, Some Problems
and Techniques" - Dr. Harold Coe
Professor of Psychology
Eastern Illinois University

- Dr. William E. Green, Chairman
Depar. .ecnt of Management and
Marketing, Eastern Illinois
University

Simulation Demonstrations - - -

3:30 P.M.
COFFEE BREAK . . . ... ... cee s rsecennn .. EIU Union, ALUMNI LOUNGE

S (2nd floor)
(Please reassemble in the Charleston/Mattoon Rooms at 3:50 P.M.)

3:50 P.M,
SESSION I (continued) - "Developing and Using a Personnel
Evaluation System" - Dr. Paul Mali
Professor of Management
Graduate School of Business
University of Hartford
(Note: Copies of the papers listed above West Hartford, Connecticut
will be distributed to all participants
at the end of SESSION 1I,) & Senior Consultant, Paul Mali &
Associates, Groton Shoppers Mart
Groton, Connecticut °
Introduction cf Consultants and Discussion Leaders - Miss Myrl Ricking

Employment Supervisor
The Urban Institute
Washington, D. C.

Announcements - Dr. Paul Mali

Organization Plan for First Session of Small Group Discussions:
Consultants and Discussion Leaders Locations

Dr. Jesse H. Shera & Mr, Walter W, Curley Effingham Room

Miss Ruth Gregory and Mrs. Ruth Frame -~ Casey Room
Dr, William E, Green and Miss Myrl Ricking -~ Greenup Room
Miss Cosette N. Kies and Dr. Harold Coe - Ashmore Room
Mr. Rick Haegele, Dr. Peggy Sullivan,
and Miss Alice E. McKinley - Kansas Room
Coordinat s for Small Group Discussions - Dr. Paul Mali & Mr. Tom Brown

5:15 Intermission (fifteen minute break). Please prepare for the
Reception and Dinner, beginning at 5:30 P.M. Directions are

given on page three.)

121
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PROGRAM (continued)
5:30-7:30 P.M.  L.... Ceeeee Cece e «.ve.. EIU Union, FOX RIDGE
RECEPT10N AND DINNER ROOM- fFirst floor)

Please Note: There is one entrance point for the Reception and
Dinner, and Institute hadges must be shown to the
cashier. Please enter through the lower-level-East
door of the Union, prcceed through the buffet service
line, and go over to the Fox Ridge Room, which is in
ti extreme Southwest corner of the University Union.

Musical Interlude - Mr. John E. Price
Department of Music
Eastern Illinois University

END OF SESSION I,

9:00 - 10:00 P.M,
Institute Staff Meeting ......... e s e ... Charleston Holiday Inn

SATURDAY, OCTOBER 25, 1975

9:00 ALM. L iit ittt SESSION IT ........cvuvn.. Charleston/Mattoon
Rooms
Coordinator - Dr. Paul Mali
Consultants - Miss Ruth Gregory, Dr. William E. Creen,
Mrs. Ruth Frame, Miss Myrl Ricking,
Dr. Peggy Sullivan, Miss Cosette N. Kies,
Dr. Harold Coe, Mr. Rick Haegele, Mr. Thomas Brown,
Miss Alize E. McKinley, Mr. Walter W, Curley,
Dr. Jesse H. Shera

Reports; Announcements of group discussions; Individual
Conferences; Workshops; Clinics.

10:30 A.M.
COFFEE .. i e i te i e iae i ian e EIU Union, ALUMNI LOUNGE

11:00 - 12:00 Noon =~ Continuation of Workshops, Clinics, and Individual
Conferences.

12:00 Noon - LUNCH............. e S et et assesecenes ..EIU Union, FOX RIDGE
ROOM
1:15 = 2:00  ..niieeniininnn, SESSION III........... Charleston/Mattoon Rooms

SESSION III
Coordinator ~ Dr. Paul Mali
Anncuncements ~ Mr, Thomas Brown
2:00 -~ 3:30 Continuation of Work on Problems and Concerns - Institute

12 Staff and Participants
END OF SESSION III. -
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PROGRAM (continued)

SESSION 1V...ovveen... Charleston Holiday Inn

5:30 PuM. b ittt
(Reasor Rooms 2 & 3)

Retfreshments
binner (Served at 6:30 P.M.)
Program - Opening Remarks -~ Dr. Frances M. Pollard
Introduction of Speaker - Dr. Peter R. Moody, Provost and
Vice President for Academic

Affairs, Eastern Illinois
University

Guest Speaker - Dr. Richard I. Miller

Associate Director for Academic Affairs
Illinois Board of Higher Education

END OF SESSION 1IV.
SUNDAY, OCTOBER 26, 1975

8:00 A.M. - 9:00 A.M.

CONTINENTAL BREAKFAST ..........ccivevuniarnn Charleston Holiday Inn
SESSION V

9:00 A.M., - 10:45 A.M. f i e ibeiieieaaaaaans Charleston Holiday Inn

SESSION V

Coordinators - Miss Mary D. Quint & Mr. Thomas Brown &
Dr. Harold Coe.
Presentations by Institute Staff:

"The Effect of Personality Problems on the
Performance of Employees"

"Are You Fit to Be an Evaluatoy?"

"The Effect of the Administrative Structure on

}0:45 AM. Employee Performance"
Intermission.
11:00 A.M, - 12:00 Noon ..... SESSION VI ...t ieiiienevoneoeeoonnanna
SESSION VI .
Coordinators - Mr. Thomas Brown & Dr. William E. Green.

Presentations by Institute Staff:

Summaries
Tentative assessments of work accomplished
Analysis of needs for the future.

12:00 Noon
LUNCH = i eireiieerrnnnsonnn Special Sunday Buffet ..... lloliday Inn

ADJOURNMENT (following lunch).
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ROSTER OF PARTTCIPANES

Elaine #. Albright
Universit of Illinois Library
Champaign-Urbana, TL

llerbert Biblo
The John Crerar Library
Chicago, IL

Ruth Birkhead

William Rainey larper
College

Palatine, IL

Frances Bradbury
Northbrook Public Library

Nor thbrook, IL

Lee Brooke
Chicago College of Osteopathic
Medicine Libraries

Chicago, 1L

Ida A, Bullen
DuPage Library System
Geneva, IL

Fred Byergo

Cook Memorial Public Library
District

Libertyville, IL

Clarence S. Carter
Wilson Library
University of Minnesota
Minneapolis, Minnesota

Anne L, Chandler
Kankakee Public Library
Kankakee, IL

Margaret A. Chaplan
Institute of Labor and
Industrial Relations
University of Illinois
Champaign-Urban.. IL

Raymond G. Ci.:nolm
Chicago Public "ibriry System
Chicage, IL

Mary Clarke
DuPage Library System
Geneva, IL

Sheryl Clayton
Last St, Louis Public Library
East St, Louis, 1L

Dorothy C, Coffman

Southern Illinois University
School of Medicine
Springfield, IL

Ray Cole

Morris Library

Southern Illinois University
Carboniale, IL

Joanne Crispen
Lutheran General Hospital Library
Park Ridge, IL

Nettie Davenport
Rolling Prairie Library System
Decatur, IL

Marlene Deuel
Poplar Creek Library District
Streamwood, IL

Robert A, DeYoung
Wilson Library
University of Minnesota
Minneapolis, Minnesota

Paul DiMauro
Evanston Public Library
Evanston, IL

Madie Dowell
East St. Louis Public Library
East St. Louis, IL

Ron Easton
Peoria Heights Public Library
Peoria Heights, IL

Dorothy Fuehring
Mackinaw Township Library
Mackinaw, IL
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Margireth Gibbs
Starved Rock Library System
Ottawa, 1L

Christine Gilson
Lincoln Public Library
Lincoln, IL

Preston Gilson
McKinstry Library
Lincoln College
Lincoln, 1L

Karen Cray
Great River Library System
Quincy, TL

George D', Grove

Lewis and Clark Library
Systen

Edwardsville, 1L

Joe Harris

Cumberland Tlrail Library
System

Flora, IL

Patricia M. llogan
North Suburban Library System
Wheeling, 1L

Joyce C. lorney
Illinois State Library
Springfield, IL

Mary T. Howe
Starved Rock Library System
Ottawa, LL

Bernice L. llulsizer
Physics Library
University of Tllinois
Champaign-Urbana, IL

Mary D. lluntley
Hayner Public Library
Alton, 1L

Sue Jackson

Alpha Park Public Library
District

Bartonville, IL
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Paul V. Johnson
Rolling Prairie Libraries
Decatur, IL

James R. John. ton

Country Club Hills-~Hazel Crest
Public Library District

Country Club ilills, IL

Adrian .Jones
Roosevelt University Library
Chicago, IL

Stephen A, Kershner
Hayner Public Library District
Alton, IL

Karen Krueger
Illinois Valley Library System
Peoria, IL

Elvera Lake
Waukegan Public Library
Waukegan, IL

Douglas Lay
Lincoln Trail Library System
Champaign, IL

Ruth Lengelsen
Mount Carmel Public Library
Mount Carmel, IL

Jo E. Lentz
Bur Oak Library System
Joliet, IL

C. L. Lightsey
Lewis and Clark Library System
Edwardsvilie, IL

Lucile Macleod
Lewis and Clark Library System
Edwardsville, IL

J. Louise Malcomb
Indiana University Libraries
Bloomington, Indiana

Janis E. Marley

Chicago Public Library

Woodson Regional Library Center
Chicago, IL
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ltenry R, Meisels
Corn Belt Library System
Bloomington, 1L

Beverly B, Miller

Department of lLibrary Science
Ilastern Illinois University
Charleston, IL

Linda K. Miller

Steger-South Chicago lleights
Public Library District

South Chicago leights, IL

Thomas I.. Moore
Danville Public Library
Darville, IL

orothea bD. Newport
Illinois Valley Library System
Peoria, 1L

Joseph Pacholik
Starved Rock Library System
Ottawa, IL

Emma Pirtle
Alpha Park Public Library
Bartonville, IL

Carla J. PILuff
Kaskasia Library Svstem
Smithton, IL

Jerome Podesva
Lewis and Clark Library System
Edwardsville, IL

Marilyn Salazar
American Library Association
Chicago, IL

Nancy Sue Schell
Cumberland Trail Library System
Flora, IL

William II. Schell

Bensenville Community Public
Library

Bensenville, IL

Richard Schneider
Evans Public Library
Vandalia, IL

11%

lileanor Seminara
Niagara County Community College
Sanborn, New York

larry Siwmon
American Library Association
Chicago, IL

Rita I. Simon
Lewis and Clark Library System
Edwardsvilie, IL

Ross Stephen
William Rainey Harper College
Palatine, IL

Andrew Stimson
Illinois State Library
Springfield, IL

Leonard Swift
Oak Lawn Public Library
Oak Lawn, IL

Ray Tevis
Granite City Public Library
Granite City, IL

Alex Todd

Fountaindale Public Library District

Bolingbrook, IL

Peter Vander Haeghen
William Rainey Harper College
Palatimne, IL

Frank Van Zanten
Illinois State Library
Springfield, IL

Linda Vardiman
East St. Louis Public Library
East St, Louis, IL

Carl Volkmann
Lincoln Library
Springfield, IL

Stephen Von Vogt
Lincoln Trail Library System
Champaign, IL

SRy
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Richard F, Waltace

Manager, lntormation Services
Archer Daniels Midland
Company Research Department
Decatury 1L

Robert Wepgman
Normal Public Library
Normal, IL

James Whi tehead
Western 1llinois Library System
Momnmouth, 1L

Fmily Wilson
Silvis Public library
Silvis, IL
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T 151 Farnungton Avenue Robert C. Quinn
rolbé r:i Harttord, Connecticut 06115 Manager
AL Organization Development, Personnel

& CASUALTY
' November 20, 1975

‘Prances M, Pollard, Chairman
Department of Library Science
Fastern J1llineis University
Charleston, Illinois 61920

Dear Dr, Pollard:
Your request for 150 copies of our booklet entitled A Managers

Guide to Performance Planning, Appraisal and Development arrived
about one week too late.

T developed this booklet in 1973 to accompany our announcement
of a new Companv-wide performance appraisal process. During
the past two years, I have audited the effectiveness of our
forms and procedures and earlier this month, we made some
improvements based on suggestions from line managers.

T am enclosing a copy of my announcement letter to our manage—
ment with the accompanying new forms. I have also enclosed the
section of our new Personnel Policies and Programs manual which
replaces the booklet you requested, Our stock of the booklet

has been depleted, therefore, I can only send 10 copies.

Since none of this material is copyrighted, you may feel free
to reproduce any, or all, of these documents,

T was very pleased to hear that our appraisal program was Well
received at your conference. Our managers have been very positive
about it from the start,

Sincerely yours,

/ -
(¢ by
RCQ/v1lh
enclosures
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INTEROPEICE COMIMUNICATION

LIFE & CASUALTY

10 Officers and Department. Hendn

FROM Robert C. Quinn, Managnr, Organization Develepment, Personnel

DATE Novembar 9, 1979

suBJtCr RESULTS PLANNTLG AN PERIOIMANCE APPHATOAL

when the Company-wide pertormance anpralsal process wag introduced
in 173, senior managemmnt asked the Personnel Department to audit
the effectiverovss of the formay and procedure s and recoumend

changes as uc. uanry,

We drefted chargee o Lhe periormance aupraicral forms in July %o
accommodate 1mprovementa guggestod by many mnnagers and other
employees over the past WO vears, The form: were Sent to about
fifty managers ror thoil review, We then mace further modifications
based on discussions with those managers.

Copies of the new forms are - {*ached. Significant improvements
include the elimination of the Hesults Mlanring Guide as a
geparate form. Results expected will now be stated on Fart I of
the appraisal form. This combined results plan and report of

results achieved snould be -1sed for 4'1 managers and employe:s.

Part IT of the appraisal 1s pertformance factors and development
plans. The number of factors sor evaluating managers has been
reduced rrom 26 to 14, A similar form with Zen factors should be
used when evaluating «!l non-manasement ~mplcyees. There may be
gircumstances whicn thoe ad-mahigement cmployee form is more
appropriate icr a superviser wio Liag iimited management
responsibilities,

An unsatiafactory colunn has been added to the forms to make it
essier for ranagers to distingutsh between failing performance and
performance which 16 aczeptable ot needs improvement to strengthen
peesent effectiveness or future srowth (Development Need). Two
Performance Factors Uupplements have also beor. developed to provide
managers with additional definilions of strengths, development needs
and unsatisfactory perfcrnunce, Their aaqe will be left to the
discretion of each raving manager.

CAY. 1780420

#803.)1 200 “You gﬁi \Ef__f._u_)l_(’l_ﬁ;ﬁ with Etna” PAINTED IN U.{
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officern nnt Department Heads
November %, 197%
Page 2

Guidelines which outline key stepus in the apprainal process and
{nstructions on how to complete the forms will be pul.linhed this
Priday ag part of the new Personnel Policies and Programs manual,

Copies of the new forma can be ordered through regular supply
channela, The pupply of old forma as been exhausted, Please
destroy any of the old torms in your filen. “he rew formg should
be used for 1976 individual results planming and for any appraioals
completed after today.

J—M C ,4&&//‘;’//’0

RCQ/vlh
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PERFORMANCE APPRAISAL SUMMARY
PART 1T RELSULTS PLAN AND RESULTS ACHIEVED

AWEALAL ALY

-NA.;_._W.#.. e e n 1 s ot o [P

pOSION DY o B T ARRRAT AU R0

frginning boa.ng
T T e TR RO TN

IR Y LIE TR B TRV L)

RESULT EXPLCTED N g ot c0mcise SRy ot the e pal results expected for magor abpecloes dind pasitian descrption responsidil-
ses, Where possiteie, o fude spee S e asatement cfdens ity qulety, e and pitiey (peolet v vapenser, Tordeg ol POav (O8I s will
be measured tosvand achies o each Seesnlt When the resud s cvpedfead cannot be measured quanfitatioely andie e s feat quality stamdards or
Judgmental factoes wWill b st 1o evaluate pedlininience, Dttt oges the pefdten e rmportdnee (prioeity! of vach result exproted, Mahe changes
theaaghoat the yrar as condipons s hange

RESULT ACHIEVED-AN olyed tives are completed onat the et of the apprasal peeood, conuent 0n the degree dnd Qudiity of artaiment and any

eatenudling Citcaashisioes Atecting resalls

YRt suﬁ t\i'vl_.’i-lqi D NEASULTENE an «;s'hmu‘.\- Faomt .
L.
T T T o e m—
2 Rf,S‘l)LI' EXPECTED . MEASUREMENT CRITERIA B PrRigAITY
RESULT ACHIEVED
3. RESULT EXPECTED ‘MEASUREMENT CRITERIA PRIOAITY
RESL.T ACHIEVED
AA L2364 170 CAT. 401269

PRINTED IN US.,
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PRIORITY
4. RESULTY EXPECTED / MEASUREMENT CRITERIA

—

RESULT ACHIEVED

5. RESULT EXPECTED /MEASUREMENT CRITERIA PRIORAITY

RESULT ACHIEVED

b

OTHER- If appropriate, 1St abbreviated statements of lower prionity objectives or results expected in other responsibilities. Add unplanned
assignments as they occur or at the end of the appraisal period.

O
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PERFORMANCE APPRAISAL SUMMARY — NON-SUPERVISORY EMPLOYEES
PART II - PERFORMANCE FACTORS AND DEVELOPMENT PLAN

LIFE & CASUALTY

vithe etfectiveness with which they were appilred 1o achieving the resuits. Incluo
f, or Unsatisfactory, In some Crecuistances, .

Explon your reasons an the exanges colanm, The Prclormance Factors Supprivmer

dapment Needs and Unsabislactory condiirons Tor each of the lictors, Whe

For each of the performance factors listed helow mdicate
of ahserved brbavior for each black chrched as Strength, Development Neee
jprastiive ampact ot results, Satsslactory -

specific exampivs

may be apprapriate (0 chrck mare thon one Black Tara facton

[AA26621 provudes ahfitiongl cotersy foe delmndg Strengthrs, Qe

evalumtng rach Lactar apply the fatlieamy tiroad debintions: Strenqgth

Consistently meels expeciatians or reguieornt s, Develapment Neoel o Sovnr ron fur

wrll Strerigthen abidity (n tanedles i reased respansitvlifies, Unsatrstactory - C onsiderable raom for inpravement;
Cannot e ohsvoved o present pasition, a5 not onsrdervd mmpartant 10 the work performed,

< Little raom for improvement
tprravement L mncrease present elrectiveness: grovith

neyative mpact on resalls.

Not Applicable

SEACTORY

—_—

LCPmeT

EXAMPLES

STFJENGTH
ATISF‘"*CTOIJV
DE‘."E

NEED

Uksar,
SOPLIC AR ¢

<
>

PERFORMANCE FACTORS

1. Production-Consistently produces o greaten than
expected valume of work, wilhingly goes beyond

nomal production requirements.

2. Thoroughness Accuracy-Sets high standards and
consistently achisves tigh quality results cons

cemed with getting the job done right.

Independent Action-Exetrcises imitaative in starting
and following through o assigaed work, does not

r-quire close supervaision,

Work Methods-Personally weltl-orqamend: uses time

4.
efficiently. sets and meets reahistic trget Jaes.

Prohlem Sulving-Acts promptly on Gwn aimtiative
when confronted with g problem and solves with-

5.

out Supetvisnry assestance.

Interpersonal Elfectiveness-Kerpimg athers informed,
presenting idvas clearly. mamtaming Lavorable res
lations with others e outside the department

office.
Job Knbpwledge-Proficient in methods or skills re-
quired to peiform own work and knowledge

required of 1elated operations,

Work Hatnts-Attendance, personal phone calls or
discussinng with co-workees are not interfening

with job effectiveness.

8.

9. Cost Consciousness-Sensitiva to the need to
eliminate non—essential activines, suggests

cost-saving measures,
10. Self MotivationsSustains a high dnive level and
interest in work, budds n strengths and works

on deficiencios.

13.

CAT, 401242
PRINTED IN U.{

HAA-2659)
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STRENGTHS ANDO DEVELOPMENT NTEDS - Summanze tha mont sagisficant petformanco-orientod strengths oand development needs which the

employan han shiown tucgg ther et aparal panod.

DEVELOPMENT PLAN - tndicate your plans for development of the employee in the next appraisal peniod. Relate these plans to the strengths and

development needs Crted above, indicating Specific expeniences, exposures and trammng.

GROWTH AND POTENTIAL SUMMARY - Iicdhicate growth potential in the employee’s present position or potential for assuming increased respon-
sibility beyornd this position. Include comments on the employee’s expressed career interesis and goals.

EMPLOYEE COMMENTS- The individual being appraised may cormment below on any areas of agreement or disagreement concerning the
appraisal or development plan. Any additional comments made by the manager completing the form should be ¢iscussed with the individual

belore the form 15 Signed.

| have reviewed the appraisal and discussed the contents with my immediate manager. My signature means that | have been advised of my per-
formance status and does not necessarily imply that | agree with tus evaluaton.

SIGNATURE DATE

APPRAISED @Y DATE

REVIEWED 8Y DATE

iy
1o,
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PERFORMANCE APPRAISAL SUMMARY ~ MANAGEMENT AND SUPERVISORY EMPLOYEES
PART 11 - PERFORMANCE FACTORS AND CEVELOPMENT PLAN

Bina)

Lt ALAL ATy
For each ol the pertonmance tactors Listed below anbicate l// the eflectiveness with wheeh they were applied 1h achieving the results. Include
In sore Crrcumstances,

specitic evanples of ohserved bebavior lor each block checked s Stremgth, Development Neod, or Unsatestactory.
Exptoun yonrr reasoas m the exaople column, The Perdomanee Factors Suppiemen

may be approfioade 10 check mwre than one hlack tor a factor,

{AA2661) provides atlditional certerig b deliniong Stzength s, Devetopment Needs and Unsatistactory candons for each of the faclers, Yhen

evaluating vach factar appiy the fultowing broad deliations: Strenyth-Lttle om far mprovement, positive anpact on resulls, Satistactory -

Consesteally meets expectarans or tegiprement s, Development Need=-Sime romm tae pmprovement 1o (nceedse present effectiveness, growth vall
Unsatrstactory-Coasederabie ram lor improvement, neqative impact oo results. Not

strengthen ability 1o handie wacieased respansihidilies,
Appticable-(annut be observed m present pasdoon, (s not constdered unportant 1o the wurk performed.

>
S
>
a5 [ &
Sl Of
x ~ [ :.( -~
~ é’ 8 1z ?
HEI R
w et =
g5 /58 2 i~y
—~ W Q
PERFORMANCE FACTORS 518835 /ecr EXAMPLES
MANAGEMENT QUALITIES
1. PlannigrBases plans onoa thomagh anaiysis af refevant
{acts; costs andd heneehits are justehed: sets realistoe
goals and schudules,
2, Contard ling-Developing performance or guality control i
standards, measurigg resalts, kg corrective acuong
and resolviag performance problems,
3. Orgamizing-Arrangement of work for the most eflhigint
handling and «HMUINALION OF UNNELESSATY AGTivites
operating efficiency. optimum statiing,
4. Directing Leadership-Setting coatlonging goots. dele-
Qatrng. connfinating and promotiog innovalion
achieving gouals.
5. Developing Subordimates-Evaluating others strenigths
and weaknesses, preparation gnd amplementation of
devetopment plans. developing competent peopbe.
6. Expense Management-Qperating efficiently near fowess
possible cost. staying within budjet.
7. Equal Opportunity-Achieving planned statting for minos-
1es ang women,
PERSONAL QUALITIES
B. Problem Analyws Decisinn Makrng-Comprehensive in
analyzimag problems, makes timety and practicol
decisions,
9. Self Management-Personally well-grgamized: utilizes
tme effectively. andependent action,
10, Interpersonal Elfectiveness-Keeping othres ifonmed:
effectvely prescenting uleas: handhing contlict,
T Wotten Commmmncations Zlear and nderly, reducing
complex 155ues 1o simple trrms, sensttivety (o audience
levels,
12, Joby Knowlittge-thigh level of praficienty with methods,
techmiques and skills requiredt vn own area or related
fu. cuons.
13. Adaptobldity 1o Change-The ability 1o react o and
compisate tor necessay Chinges i operations not
wed 10 old methads when they are no longer practical,
14, Selt Monvatioo-Derve 10 succend, stretchng personal
resoueces, balds on strengths and works on deficien-
Cres.
15,
CAT, a2
PRINTED IN .S A,
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STRENGTHS AND DEVELOPMENT NEEDS - Sunynarize the most significant performance - oniented strengths and development needs demonstrated
duning the past apge sal penod,

DEVELOPMENT PLAN - Liat the plany tar development of this widividaad i the next gppraisai penod, Relate these ploos 1o the steengths aed
development needs cirted above, mdicating spealfic expeniences, exposures and tramung.

GROWTH ANC POTENTIAL SUMMARY - Convnnent on the oppnttumities for growth i the mchvilua! s present pos.ton o potentoal for assumiog
mcreased rosponsibility heyond this position.  Include comments on expressed carcer interests and qoals,

COMMENTS - The indvwvidual being apprarsed may conment below an any areas of agreement or disagreement concernmg the appr msal or
development plan. Any additional comments made by the manager completing the form should be discussed with the sudoadual Lefore the tarm
1S signed.

| have reviewnd the apprarsal and drscussed the contents with my inmedhate manager, My signature means that | have been advised of my
performance status and does not necessanly imply that | agree with this evaluation,

Signdtutu Datw

APPRAISED BY DATE

AEVIEWEQ BY DATE
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PERFORMANCE FACTORS SUPPLEMENT — MANAGEMENT & SUPERVISORY EMPLOYEES

This supplement provides suggested criteria for dalining strengths, development needs and unsatisfactory perfor-
mance for each of the tactors on the Performancs Appraisal Summary form for management and supervisory em-
ployees. The examples under each definttion describe certair aclions, or behaviors, which can be observed by a
manager in day-to-day work relatonships. Each definition should be treqted as a point of reference only — mana-
gers are encouraged to considor Other behavioral examples which could apply to the factors. When evaluating
any of the factors on the form, apply the following broad definitions:

STRENGTH
SATISFACTORY

DEVELOPMENT NEED

UNSATISFACTORY

NOT APPLICABLE

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

{AA-2661) ED 975

Little room for improvement; positive impact on results.
Consistently meets expectations or requirements.

Some room for improvement to increase present effectiveness, growth will strength-
en ability to handle increased responsibiiities

Considerable room for improvement; negative impact on results

Cannot be observed in present position; 1s not considered important to the work
performed.

1. Planning

Bases plans on a thorough analysis of relevant facts and situations: the costs and
benefits associated with proposed actions are justified 1n the plan. sets realistic
geoals and schedules; pians are consistent with economic conditions and the organi-
zation's objectives (long- and short-range), gains commitments of those affected
during the planning nrocess; adjusts plan and priorities as conditions and demands
change throughout the year.

Bases plans mostly on past performance or trends and does not give enough con-
sideration to future conditions or forecasts: has tendency to over- or under-estimate
commitr :nts and/or schedules. costs aon’t anways justiiy piannea actions; some-
times excludes affected parties from planning discussions.

Doesn't plan or disregards planning principles: jumps into werk without regard for
result wanted or how to get it; plans frequently prove to be unrealistic and require
substantial change; fails to gain commitments from affected parues.

2. Controlling

Sets high standards and achieves high quality results through penodic follow-up
with subordinates, initiates prompt, correclive actions when goals aren’'t being
achieved or conditions change; subordinates understand individual responsibilities
and results expected. resolves individual performance problems in a fair, firm, and
timely manner.

Some tolerance for fetting quality standards slip: tends to wait until work is almost
complete before checking on progress, resulting in last minute changes or some
key misced target dates, individual performance problems sometimes have 10 be
pointed out before corrective actions are taken.

Standards are too low as evidenced by borderline results. missed deadlines or
both: fails to see when plans are off-track and doesn’t correct without direction;
does not resolve individual performance problems.

CAT. 401420
PRINTED INUS A
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STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY
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3. Organizing

Arranges organization units and work for the most efficient handling and elimination
of unnecessary activities, responsibility for results IS clearly defined; eftectively
integrates efforts of work groups to achieve common goals; optimum stafting tor
results achieved.

Some sestructuring of work units or systems changes would result in more efficient
processing of work; needs to improve coordination between work units; needs to
eliminate some duplication ot effort

Department or otfice operates inefficiently. too many bottlenecks result from poor
organization or unattended systems problems, responsibility for results 1s unclear;
faiis to integrate ctforts ot work groups, overstafted.

4. Directing/Leadershlp

Provides leadership examples for others to follow: sets challenging goals with sub-
ordinates; delegates effectiveiy and coordinates many diverse work activities simul-
taneously; functions eftectively without close supervision, sets the pace.

Maintains too low profite: delegates too much or !0 httle: has some ditficulty ad-
justing when many different work pressures are apphied at the same time; needs to
take more risks - a httle too cautious; needs to take tewer risks — over extended
in too many directions.

Fails to set challenging goals: involved too heavily in day-to-day work and appears
1o be unaware of work or people problems, needs close supervision; management
techniques are not getting the desired results.

5. Developing Subordinates

Exercises good judgment when evaluating subordinates’ performance strengths
and weaknesses; skilled in providing constructive feedback; helps subordinates ore-
pare personal growth objectives and follows through in such ways as consicering
development needs when making work assignments; development plans are imple-
mented; encourages and supports individual initiative and achievement; good track
record of developing competent people for the organization.

Tendency to over or underestimate subordinates’ abilities: needs to establish more
challenging personal growth objectives with subordinates: doesn’t always follow
through on development plans; should delegate authority further down into the
organization to encourage more individual initiative: needs to prepare more people
for positions in other areas of the organization.

Doesn’t have development plans or seek development opportunities for subordi-
nates; management practices are stifhing individual initiative and achievement; feed-
back is not seen as helptful or constructive by subordinates; poor track record ot
moving employees within or outside own area.

6. Expense Management

Operating efticiently near lowest possible cost; does not make monetary decisions
at the expense of short- or long-term business objectives; stays within budget
and/or contributes to the Company's profitability; takes innovative approaches 10
reducing expenses or implementing money-making ideas. )

Could do a better job of reducing expenses; makes monetary decisions which some-
times sacrifice short- or long-term business objectives; exceeded budget by slightly
more than an acceptable level. should reduce spending in some activities.

Fails to stay within budget; operating costs are 100 high; makes monetary decisions
which are way out ot line with economic conditions; IS not getting ade ,uate results
from money spent.

fd
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STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY
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7. Equal Opportunlty

Actively seeks minonties and women; achieves or exceeds planned staffing goals:
creates sound development plans and hac good working relationships with minority
and female subordinates; no complaints from employees about unfair practices.

Not aggressive or innovative In achieving minority and female staffing goals, minori-
ties and femates concentrated in lower class levels; needs to develop and begin to
move them up in the organization,

Poor representation of minorities and females; high turnover among minority and
female employees; too many complaints about unfair practices.

8. Problem Analysis/Decision Making

Acts promptly on own Initiative when confr.:nted with a problem; able to create a
coherent picture out of both the tangible and intangible parts of a problem: antici-
pates longer-range implications of current decisions; decisions reflect inner convic-
tions rather than what may be approved by others; recommendations are usually
accepted.

Comprehensive in analyzing problems in own area of expertise. but less effective in
others; decisions sometimes favor maintaining good relations more than increasing
effectiveness; too much fact gathering when a prompt decision is needed; difficuit
decisions are made only after they cannot be postponed any longer.

Treats symptoms rather than causes; tends to shoot from the hip without facts; in-
sensitive to consequences of decisions on other units or the future: avoids ceming
to grips with tough decisions; paralyzed by data — fails to take prompt actions.

9. Self Management

Is personally well organized: budgets time so that the most important work is fin-
ished first and still keeps commitments to others; takes action without being told
and follows work througn to completion. i

Could do a better job of ptanning daily activities: overcommits self on appointments;
some time wasted on lower priority concerns when more important work need atten-
tion; sometimes needs to be told what to do.

Lack of organization impairs the effectiveness of others; wastes a considerable
amount of time on non-essential activities; lacks a sense of urgency on high priority
work; frequently has to be told what to do anc how to do it.

10. Interpersonal Effectiveness

Provides appropriate personnel with relevant, timely information — insures that
he/she receives such information from others; presents ideas in a clear. orderly, ef-
fective manner 1n both individual and group situations; comraunicates ideas with
conviction; makes an impact in indirect ways through relevance and wisdom of
counse! rather than by use of authoritative sanctions; hears others out and doesn't
interrupt; confronts conflict when it arises and resolves differences through effec-
tive problem solving.

Sometimes provides too much or too little information: effectiveness occasionally
impaired by not being informed; tendency to continue talking after a point has oeen
made: needs to be more assertive in convincing others; effective relations with some
people, but confucts with others; has contributions to make but usually waits until
asked; too quick to compromise when conflict arises.

Fails to keep others adequately informed with current, relevant data; difficulty pre-
senting ideas clearly; avoids conflict or becornes defensive it challenged; cuts oth-

ers off.
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STREMGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY
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11. Written Communicaton

Written communications are clear, orderly and grammatically correct: reduces com-
plex issues to simple lerms; written reports and recommendations are usually ac-
cepted with only minor changes required.

Written communications are occasionally rambling or vague:. needs to be more sen-
sitive about some audience levels; ideas are generally good but needs to improve
ability to express or sell them in writing.

Written communications are frequently poorly organized and confusing; insensitive
to audience needs; many complaints from others about the quality of reports or
letters.

12. Job Knowledge

Demonstrates a high level of proficiency with methods. techniques and skills re-
quired in own area of expertise; maintains tamiliarity with the operations and con-
cerns of related functions.

Some additional schooling or reading would improve this individual's effectiveness
on present work assignments or prepare him/her for additional responsibility.

Knowtedge deficiency is seriously impairing effectiveness of results.

13. Adaptability To Change

Comfortable with new methods and not wed to old ways of doing things; generates
and acts on new opportunities; stimulates others to contribute new ideas; capable
of handling a wide range of assignments.

Too comfortable with familiar methods after they are no longer practical; slow to
react to the need for necessary changes in operations; hesitant to take on new or
different assignments.

Obijects to new ideas before then can be explained:; fails to react to the need for
necessary changes in operations; lack of flexibility severely limits assignments
this individual is capable of assuming.

14. Self Motivation

Drive to succeed; enjoys assignments which stretch personai resources; seeks op-
portunities to build on strengths: aware of development needs and works on defi-
ciencies: sustains a high level of interest and enthusiasm.

Needs to develop a stronger idealization of the resuits that he/she could achieve
for the organization and self and follow through more forcefully; 1s perceived as
being non-assertive; aware of development needs but slow to act on deliciencies.

Lacks interest and enthusiasm for work; difficulty in recognizing own devefopment
needs; doesn't take action to change without pressure; defensive about negative
feedback from others.
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PERFORMANCE FACTORS SUPPLEMENT — NON-SUPERVISORY EMPLOYEES

This supplement provides suggested criteria for defining strengths, development needs and unsatisfactory perfor-
mance for each of the factors on the Performance Appraisal Summary form for non-supervisory employees. The
examples under each definition duscribe certain actions, or behaviors, which can be observed by a manager in
day-to-day work relationships. Each definition should be treated as a point of selerence only — managers are
encouraged to consider other behavioral oxamples which could apply to the factors. When evaluating any of the
factors on the form, apply the following broad definitions:

STRENGTH
SATISFACTORY
DEVELOPMENT NEED

UNSATISFACTORY
NOT APPLICABLE

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

UNSATISFACTORY

STRENGTH

DEVELOPMENT NEED

.(AA-2082) EO ©-75

Little room for improvement; positive impact on resuits.
Consistently meets expectations or requirements.

Some room for improvement to increase present effectiveness: growth will strength-
en ability to handie increased responsibilities.

Considerable room for improvement; negative impact on results.

Cannot be observed in present position; not considered important to the work per-
formed.

1. Production

Meets commitments: willinaly goes beyond the normal production requirements of
the job; voluntarily assumes extra duties when needed; consistently produces a
greater than expected volume of work.

Meets most, but not all commitments; does what is normally expected, but has the
ability to accomplish more; will perform additional duties, but has to be shown the
need for extra work.

Does not meet most commitments; complains when extra work is required; fails to
produce the volume of work expected.

2. Thoroughness/Accuracy

Sets high standards and consistently achieves high quality resuits: concerned with
getting the job done right; checks to verify questionable intormation; pays close
attention to essential details; written reports are thorough and accurate; detects
errors, and corrects or makes appropriate people aware of them.

Is capable of consistently producing high quality resuits but does not aiways do so;
sometimes more concerned with getting the job done, than in doing it rignt: does
not always pay attention to details; written reports are sometimes incomplete.

Does not set high standards and is not achieving high quality resu!ts; falls to take
action when errors or faulty work are observed; will frequently repeat the same
mistake.

3. Independent Action

Exercises initiative in starting and following through on assigned work; does not re-
quire close supervision; initiates action to solve problems without supervisory assis-
tance; steady performance under work pressure.

Sometimes needs a push to get started and/or maintain momentum; does not al-
ways operate well under general guidelines — needs specific instructions; tendency
to check with supervisor on too many decisions well within own area of account-
ability; looks for more help than needed in pressure situations.

CAT 401215
PRINTEOINUS A,
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3. Independent Action (Continued)

Needs close supervision; has to be told what to do and how to do 1t;, does not take
initiative when confronted with & problem,; fails to exert extra effort when the situa-
tion requires it.

4. Work Methods

Work is well organized and planned in advance; sets and meets realistic target
dates; uses time as efficiently as possible; initiates prompt corrective action when
goals are not being achieved or conditions change.

Occasionally behind in work because of inadequate plans or poor organization of
priorities; tendency to over- or under-estimate commitments and/or scheduies;
wastes some time on non-essential work; does not always act promptly to correct
work when it is off-target from goals.

Frequently behind in commitments; does not plan or organize priorities; has diffi-
culty meeting deadlines; wastes a lot of time; fails to see when plans are off-track
and does not correct without direction.

5. Problem Solving

{s capable of effectively solving problems and making decisions on assigned work
without supervisory assistance, recognizes the crucial factors 1N a problem and
does not waste ime dealing with peripheral issues.

Is capable of effectively solving problems on assigned work but hesitates to do sO;
tends to waste time on peripheral issues when faced with a problem; good at fact-
gathering but hesitant to make decisions.

Incapable of solving problems without supervisory assistance; decisions are - ..
on incomplete facts and frequently prove to be wrong.

6. Interpersonal Effectiveness
Keeps supervisor and others with a need-to-know informed about significant ac-
tions taken or problems; communicates ideas or the essence of a problem ciearly;
gets along well with people in and outside of the department/office.
Could do a better job of keeping others informed; verbal communication or instruc-
tions sometimes confuse others; gets along well with some, but not all people; has
contributions to make but usually waits to be asked.

Fails to keep others informed with current relevant data; difficulty presenting ideas
clearly: cuts others off; talks about others in a derogatory manner.

7. Job Knowledge

Proficient in methods or skiils required to perform own work; maintains familiarity
with the operaticns and concerns ol related areas.

Some additional schooling or reading would improve this individual’s effectiveness
on present work assignments or prepare htm/her for additional responsibihity.

Knowledge deliciency 1s seriously impairing effectiveness of results.

WY
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8. Work Hablts

Excellent attendance; never late to work without a justifiable excuse; socializing
Is kept to @a minimum; can be counted on to give 100% during the work day.

Attendance or tardiness could improve; occasionally has to be reminded about ex-
cessive socializing; interest in work tends to have peaks and valleys.

Poor attendsncr 5 tur. ness record; excessive sucializing — minds everyone else's
business; of 2.diw niy in low gear.

9. Cost Cor.sclousness

Sensitive to the need for eliminating non-essential activities; willingly suggests cost-
saving measures; is not wasteful of supplies; accurately estimates costs of projects
when required and stays within budget.

Needs to develop a greater awareness about expenses and the need for reducing
costs associated witih work; suggestions for change tend to run towards things that
will cost more, not less; frequently under- or over-estimates project costs.

Shows littie or no concern about reducing expenses. wastes supplies or orders
unnecessary, costly supplies or equipment; costs associated with projects always
run too high. '

10. Selt-Motivation

Drive to succeed; enjoys assignments which stretch personal resources: seeks op-
portunities to build on strengths: aware of development needs and works on defi-
ciencies; sustains a high level of interest and enthusiasm.

Needs to develop a stronger idealization of the resuits that he/she could achieve for
the organization and self and follow through more forcefully: is perceived as being
non-assertive; aware of development needs but slow to act on deficiencies.

Lacks interest and enthusiasm for work; difficulty in recognizing own development
needs; does not take action to change without pressure; defensive about negative
teedback from others.
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Personnel Policies & Programs

SECTION TITLE DATE
RESULTS PLANNING AND PERFORMANCE APPRAISAL: OVFRVIEW 10/75

POLICY * To complete an annual results plan for every employee.

* To complete a written performance appraisal and discuss the
appraisal with every employee at least once a year.

®* To conduct verbal appraisals with each employee at least
quarterly. This is particularly important during an employee's
first year on a new job. :

* To review the performance of an employee who is not meeting
requirements at one to three month intervals until performance
improves or the employee is terminated.

PURPOSE The Results Planning/Performance Appraisal process is intended to
help employees achieve better results on their present jobs and
enable them to move on to higher level Jobs.

Results planning involves employees in defining the results they
will achieve. Because employees participate in setting their own
goals, they gain both a clearer understanding of wtat they are
expected to achieve and a higher level of comritment to attaining
their goals. Results planning can also contribute to employee
development by including goals which will require the employee to
gain new gkills or assume greater responsibility.

In performance appraisals, your assessment of employees' results,
strengths and develorment needs lets employees know how they are
doing. The development plans which you establish with your
employees are based on this assessment. When empioyees krow what
aspects of their performance need improvement, they can take
positive steps to improve. Based on your estimation of employees'
potential and their stated career goals, you can Jjointly plan devel-
opment opportunities which will increase their chances for promotion|

RESPONSIBILITY Supervisors:

®* Complete results plans with each employee and establish the
specific criteria which will be used to evaluate
performance,

* Complete performance appraisals and discuss with employees.

®* Establish development plans with each employee.

Organization Development Section of Personnel:

®* Counsels supervisors on Repults Planning and Performance
Appraisal.
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Personnel Policies & Programs

SECTION TITLE OATE
RESULTS PLANNING AND PERFORMANCE APPRAISAL: OVERVIEW 10/75

(cont'd)

The following chart shows the relationships between planning,
assessing and rewarding performa:ce.

Results Planning

Clarify results expccted
Establish performance measures

]

Performance Appraisal

Complete & written appraisal

-Asgess performance results

~Identify strengths & improvement areas
-Formulate development plans

-Evaluate potential
Discuss performance and development

Pay Administration Program Promotions & Reassigrments

Replacement planning

Divisional transfer
programs

Open posting

Merit increases
Performance bonuses
Promotional increases ‘

Results planning is the first step in the appraisal process. The
results plan establishes the base against which regults can be
meagured throughout the year and during an annual performance

appraisal.

¢ Por technical employees - During the fourth quarter of each
year, after the objectives and budget for the next year have
been approved, you establish a results plan for each em-
ployee. The plan includeg the principal results which you
expect from each employee in the following year and measure-
ment criteria for judging the results.

® Por administrative employees - Results plans can be estab-
lished during the fourth quarter or at any time during the
year (e.g., the person's employment anniversary, the depart-
ment's anniversary). When the results expected frcm admin-
istrative employees are ongoing tasks or a variety of work
which can be completed during relatively short time periods,
a date like the employment anniversary may be more appropri-
ate for results planning, However, when an individual's
results are tied to specific annual business objectives, you
should establish a results plan in the fourth quarter and
measure progress on a calendar year basis.

150
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Personnel Policies & Programs

SECTION TITLE DATE
RESULTS PLANMING AND PERFORMANCE APPRAISAL: OVERVIEW
(cont'd) 10/75

During the first quarter of each year, you write performance
appraisals for all technical employees on the results theyv achieved
over the past year. Performance appraisals for administrative
employees are done when the year which isg covered by the results
plan ends, The appraisal includes a comparison of results expected
to results achieved, identification of individual strengths and
weaknesses and formulation of individual development plans.

Merit Increase - The results an employee has achieved {which are
d:gecussed during a performance appraisal) are of primary importance
in merit increase decisions. During a merit review, you evaluate
these results in relation to the Job respongibilities and the level
at which you expect the employee to perform. The employee's perfor-
mance capabilities (which are reflected by the performance factors
in the appraisal) also play a part in increase decisions. You look
at those performance factors which are strengths or develooment needs
to determine how valuable the person is to the department and
whether the person's growth over the past year indicates potential
for taking on additional responsibilities. After evaluating results,
strengths and weaknesses, you decide on an increase based on the
guidelines in the pay manual.

Performance Bonus - The results expected, which are outlined in the
results plan, can serve as the basis for identifying bonus reward-
able performance, Since bonuses are usually awarded for results
which exceed your expectations, individual achievements which are
of higher quality, greater quantity, etc. than those outlired on
the results plan could be bormus rewardable.

Separate Discussions - Performance &ppraisal and merit review

discussions should not be conducted on the same day. Though they
are both concerned with the same performance, the discussions have
distinctly different purposes. In the performance appraisal discus-
sion, an individual's performance during the year is reviewed as the
basis for discussing future performance and establishing development
plans; in the merit review, performance and growth since the last
review are discussed as the basis for a salary increagse. If the
discussions were held together, the purpose of one discussion might
detract from the other, . :

Past performance is generally the best indicator of future potential.
Because written performance appraisals describe the results individ-
nals have achieved, their strengths, development needs and potential
for growth, the appraisal helps you make promotion decisions, The
appraisal also provides performance information for the Replacement
Planning, Open Posting and divisional transfer programs.

Merit Increases,
Vol. II
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Personnel Policies & Programs

SECTION TITLE DATE

RESULTS PLANNING 10/75

® To clearly define the results which you expect from each employee
go that employees have definite goals.

* To strengthen employees' commitment to meeting objectives by
involving them in the planning process.

* To establish a base against which performance can be measured.

¢ To improve productivity by extending the planning process to
all levels of the organization.

¢ Involve employees in establishing results expected and identify-
ing performance measures.

* Make the final decision about which results and measures to
" 4nclude in the results plan.

* Clearly communicate the results expectecd to employees.

Use the Performance Appraisal Summary form (AA-2364), Part I,
Results Plan and Results Achieved, for your results plans. See

page 56 for a sample form.

1. Review your employees' position descriptions and your annual
business plan.

2. Determine which ongoing 1eaponsibilities, new functions,
development work or special projects need to be accomplished
over the next year.

3. Meet individually with each of your employees to discuss the
next year's workload and determine their areas of interest.

4, Based on the preceding three steps and the strengths and
development needs identified in your employees' most recent
performance appraisals, decide on work agsignments. Normally,
most employees have four to six major results which they are
expected to achieve.

5. Hold a prelirinary discussion with each employee about the
results expected on each assignment and how the results will
be measured.

Once you have nade firm Jjob assigmments and discussed the assign-
ment3 with your employees, you have the option of completing
Resuits Plans yourself or asking your employees to complete them.
Completing their own plans may give employees a greater gense of
comnitment to achieving the results. The guidelines in the follow-

ing blocks will help in writing a Results Plan.

152
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Personnel Policies & Programs

SECTION TITLE DATE

RESULTS PLANNING (cont'd) ~ 10/75

The form containa five blocks for major results expected. If you
have more than five results, write brief statements of lower priority;
results in the "other" block. Results expected include both thoase
results which can be measured quantitatively and those Tecr which
there are no specific measures. To complete a results plan:

1.

Write clear, concise statements of the principal results
expected for e-ch major objective and position description
responsibility over the next year.

when possible, develop specific measurement criteria for regults
by answering such questions as "how many?", "by when?", "by
what $?" When expected results cannot be measured ouantita-
tively, indicate what quality standards or Jjudamental factors
will be used to evaluate performance. Measurement criteria
should reflect each employee's level of performance {(e.g., you
may set higher than average standards for a good performer to
encourage increased productivity).

Indicate how progress toward achieving results will be measured
(e.g., data processing reports, feedback from customers, wage

incentive reports).
Establish the priority of each result expected by determining
the relative importance of the results. You can record prior-

ities by using s scale of 1 to 5, A to C or any other method
you choose. :

EXAMPLES

Result Expected/Measurement Criteria Priority - A

Process all death claims accurately and on time. 90% of
standard claims processed within 2 days; 80% of problem claims
processed within 5 days; coding errors not to exceed 1% of
total claims processed. Kesults will be checked through daily
production records, a random survey of all field claim managers
and the weekly corrected claim listing.

Result Expected/Measurement Criteria Priority - A

Develop a recommendation for a simplified process for preparing
expense budgets by April 15. Have the system ready to operate
by August 1. Results will be judged on the basis of feedback
from managers and my assessment of the improved effectiveness
of the system.

(o
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PERFORMANCE APPRAISAL SUMMARY
PART I - RESULTS PLAN AND RESULTS ACHIEVED

LA LA ALY

NaME POSITION T1TLE CLASS [ APPRAISAL PTRIO0D

Beginning Enaing

DEPARTMENT - O1VISION ] LOCATION [ TiMe 15 FOS1TION

BESULY EXPECTED-Write clear, concise Statements of the prini i@l resulls axpected 10/ major adypciives and position descriplion e 1pongdite
11e3. Where possibie, mchate specilan nieasiement creria-quantty. quelily, tian ad monty ot o eapeniet. IndiCate Mivw prugress welt
Do measured toward achieving Pach tesull. When the resuity Prpected Cannot ba measure! quantiiatively, ndicaie wher Quality s1andards ot
fwdpmenie! laciors will be wsed 10 evaluale pertormence, (ndicatu (he relslive imhoctance POty ! each resull expected. Mare changes
throughout the year 83 condiiond change.

BESULY ACHIEVED-Ag obyectives e completed or al the end of the apprarsal period, comment on the degree and quahily of altamnmeni snd 8ny
axtanueling circumstences Altecling resulls.

1, RESULT EXPECTED / MEASUREMENT CRITERIA

HESULT ACHIEVED

Fa O TY
2. RESULT FXPECTED 7 MEASUREMENT CRITERIA

RESULT ACHIEVED

3. RESULT EXPECTED / MEASUREMENT CRITERIA

RESULT ACHIEVED 4

4

CAY #0120
1AM 2384y 718 PRNTED INU S A

SAMPLE PFRFORMANCE APPRAISAL SUMMARY, PART I
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57

SECTION TITLE DATE

RESULTS PLANNING (cont'd) 16/75

Whether you complete the Results Plans for your unit or your

employees complete their own plans, discuss the following questions

with each employee:

* Are the results expected clear?

¢ Are the measurement criteria reasonable?
¢ Are the results expected attainable?

¢ Are all major expected results included?

It is important for you and the employee to agree tnat the Results
Plan meets these criteria. When you have agreed, finalize the plan

and provide a copy to the employee.

The Results Plan is a working document which should be used
throughout the year.

¢ It can be used as the basis for periodic discussions with

employees about their progress.

* As results are achieved throughout the year, you can discuss

them with the employee and describe them in the result

achieved blocks of the form. These results become the first
part of the performance appraisal. IZ you record results

throughout the year, the entire first section of the

appraisal form will be completed when it is time to conduct
the final appraisal. (See Performance Results, p. 5-10.)

* If business conditions change or priorities shift, update
the form so that it remains a meaningful appraisal icol.
Record unplanned assignments in the "other" section of the

form.
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SECTION TITLE DATE

PERFORMANCE, APPRAIGAL: OVERVIEW 10/75

®* To asgess and discuss employees' results, strengths, weaknesses,
potential and career goals.

®* To establish develorment plans which capitalize on strengths,
improve on weaknesses and prepare those employeces with premotion
potential for higher level jobs.

®* Provide regular feedback on performance to employees throughout
the year.

® Asgess employees' results achieved, strengths, wealmesses and
development needs.

® Conduct a formal performance appraisal at least once a year.

®* Establish development plansg with employees.

All Pmployees:
* Perfcrmaace Appralsal Summary, Part I - Results Plan and
Results Achieved (AA-23504).

Managem:nt and Supervisory Employees:
® Performance Appraisal Summary, Part II - "erformance Factors
and Develcpitent Plans (AA-2628).
* Performance Factors Supplement (AA-266:).

Non-Supervisory Fmployees:
® Performance Aprraisal Summary, Part IT - Performance Factors
and Developmer® Plana (AA-IGH9).
* Performance r'actors Supplement {AA-2202).

You have two alternatives for cempleting the performance appraisal:
you and the employee ran eaci: complete initisl drafts or you can do
th: appraisal zlone,

®* If ycu 2~mplete the appraisal form yourself, provida the
cmuloyne with a copy of your appraisal before your weeting.
This aliows the ¢mployer time to prepare for the discussion.

® If *™>~ employee iy failing to meet the reqiirements or the
Job, complete the appraisal alone and prepare to discuss
soluticns to the performance protlem at your meeting.

Whichever alternative you use, ycu should go through the following
stepa:

1. Complete the initial draf+* of *he appraisal.

1540
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SECTION TITLE DATE

PERFORMANCE APPRAISAL: OVERVIEW (cont'd) 10/75

2. Meet with the employee to review areas of agreement, resolve
differences and discuss employee career interesta. l.evelopment
plans should also be discussed; however, you may need to get
another time to finalize the plans. 7This will give both of you
time to consider appropriate developwment opportunities.

3. Review the appraisal with your immediate manager and get his/her
approval of the appraisal.

4, Complete a final version of the form and meet with the employee
to discuss the finalized appraisal.

5. Have the employee write his/her comments on the appraisal and
gign the form.

6. Sign the form and give it to your manager to sign.

7. Put the original in the employee's file and give a copy to the

employee.

The following pages contain instructions for completing the
Performance Appraisal Summary form and guidelines for conducting the
appraisal discussion.
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SECTION TITLE CATE

PERPORMANCE APPRATSAL: COMPLETING THE APPRAISAL FORM - 10/75

If you have not recorded the employee's results as they were
achieved during the year, record what the employee actually
accomplished on‘ieach task in the result achieved blocks. Include
one to three. aeiltsnces about the degree to which the results were
achieved and the reasons for any deviation between expected results
and actual results. A doviation can be either exceeding an expecta-
tion or failing to meet it. Reasons for failing to meet expecta-
tions usually fall into one of the following three categories:

* The situation - technical or operational problems beyond
the employee'’s control.

® The employee ~ something the employee failed tu do or did
poorly.

* You, the supervisor -~ failure to clarify performance
expectations or provide tlimely direction.

EXAMPLE

Result Expected -~ Process all death claims accurately and on

time. 90% of standard claims processed within 2 days; 80% of
problem claims processed within 5 days; coding errors not to

exceed 1% of total claims processed,

Result Achieved — 85% of standard claims were processed within
2 days, Only 65% of problem claims were processed within 5
days. Processing procedures were changed in March and all the
processors were retrained, fThis resulted in a temporary
slowdown in processing time. Coding errors did not exceed 1%.

The first part of the appraisal outlines the results which were
achleved; the performance tactors reflect how those results were
achieved, The performance (ctors are actions or behaviors which
you observe in the employee's day-to—day work relationships. Be-
cause the performance factors enable you to pinpoint individual
strengths and development needs, they become the basias for your
employees' development plana,

There are two sets of performance factors - one for management and
supervisory employees and one for non-supervisory employees. Choose
the appropriate performance factors form. Using the following
broad definitions, indicate whether each factor is a strength,
satisfactory, a development need, unsatisfactory or not applicable.

* Strength - Little room for improvement; positive impact
on results,

153
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SECTION TITLE DATE
PERFORMANCE APPRAISAL: COMPLETING THE APPRAISAL FORM 10/75
(cont’d)
PERFORMANCE ® Satisfactory — Consistently meeta expectations or
PACTORS (cont’d) requirements.

®* Development Need —~ Some room fer improvement to increase
present effectiveness; growth will
strengthen ability to handle increased
respongibilities.

® Unsatisfactory - Considerable room for improvement;
negative impact on results.

®* Not Applicable - Cannot be observed in present positionj
is not considered important to the work
performed.

Support any factor checked as a strength, development need or un-—
satisfactory with specific performance~related examples of observed
behavior, and indicate the particular job or project on which the
employee exhibited he behavior. In some circumstances, it may be
appropriate to check more than one block for each factor. For
example, you could check problem analysisg/decision making as both

& strength and a development need for & particular employee. The
employee may be extremely good at analyzing a problem, but has a
tendency to postpone making decisions. Thus, problem analysis
could be a strength and decision making a development need. If you
check two blocks, explain your reasons or provide examples in the
examples columm.

You may add any factors which you feel have not been included on the
form; however, do not add personality traits that do not affect

an individual's performance. Any factors which you add should be
used for all your employees who hold the same Job. If you add
factors, let employees know at the beginning of the period for which
they are being appraised.

Expanded definitions of behavior which could be characterized as a
strength, a development need or unsatisfactory are on pages 5-20
to S5-23 for non-supervisory employees and on pages 5-24 to 5-28
for management and supervisory employees.
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SECTION TITLE . DATE
PERPORMANCE APPRAISAL: COMPLETING THE APPRAISAL FORM
10/75
{cont'd)
PERPORMANCE EXAMPLE

PACTORS (cont'd)

PERFORMANCE FACTORS EXAMPLES
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DEVELOPMENT Employee Development is the primary goal of performance appraisal.
PLANS Thersfore, assessment of past performance should lead to specific

development plans for each of your employees.

Firat, select the performance factors identified as strengths and
plan future assigoments which will allow the employee to use these
strengths, Next, select the performance factors identified as
development needs which vou want the employee to work on during the
next appraisal period. Include factors which will strengthen the
employee's ability to take on increased responsibility as well as
thomse which will improve performance on the present Job., Since there
is a 1limit to how many factors a person can reasonably be expected

to improve during a year, do not select more than three development
needs.

Before writing any development plans, ask yourself the following
queations:

® Does the employee's development need stem from lack of skills
or knowledge?

* Does the employee's development need result from lack of
opportunity to apply knowledge already acquired?

* Has the employee had the opportunity to apply knowledge but
failed to do so0?

®* Does the employee need more training or more experience to
satisfy the development need?

LGd

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

514

DEVELOPMENT
PLANS (cont'd)

GROWTH AND
POTENTIAL

Personnel Policies & Programs

[SECTION T1TUE ]
PFRIIMOKMANCE, APPRATSAL:  COMPLETING THE APPRAISAL FORM
(cont'd) . .

* Does the ecmployee lack sufficient interest in the work to do
the job well?

Based on the answers to these queations, indicate (in the "Develop-
ment Plans" block) the specifie oxperiencesg, exposure or education
which can be provided to help the employee develop., Various
activities which could be used to develop employees are described

on page “~29,
FXAMPLES

As a result of JoAnne's demonatrated strength in eatablishing
standards and quality control for her unit, [ plan to assign 1
her the responsibility for heading up a project team to

establish department standards, service levels, and procedures.

Paul's lack of understanding of basic life insurance terminology]
is slowing down progress on the policy convers .. system. We
have agreed that he will enroll in LOMA Parts 1 arnd Z this May.

Tn the "Growth and Potential Summary" block, indicate the growth
which is possible in the employce's present position and the

employee's potential tfor assuming higher level responsibilities.
Include any actions which are necessary to increase the employee's |

chances for advancement., uvet *he employee's promotion potential
in general terms, This will .+  you avoid making cormutments about
promotion which may not be me ~en an employee is not promotable,

clearly communicate why you beiieve that the employee is not capable
of assuming increased responsibility.

“neludn any of the career interests or goals which the employee has

‘stnated. - you have not had a recent discussion with the employee
p-out rcoooer goals, compiete this section after your appraisal
d. ~u. .on. Ind:cate which goals appear to be realistic and

compatille with your assessment of the employee's potential.
Describe what you can do to help the cmployee work toward those goals
during the next year.

EXAMPLE

Mary handles routine underwriting cases well; however, she

still has difficulty with complex cases involving IRS and

legal considerations., Further advar:cment to senior levels of
underwriting is questionable. We discussed career opportunities
in contract drafting and sales promotion areas because of her
writing ability and so0lid understanding of insurance principles,
She has expressed a definite interest in sales promotion work.
However, she wante to spend more time with the Accounting and
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SECTION TITLE DATE
‘PERFORMANCE APPRAISAL: COMPLETING THE APPRAISAL FORM
(cont'd) 10/75

Legal Departments over the next three months to see if she can
improve her performance on complex cases. We will hold
another counseling session at that time to determine whether
she should pursue other oppertunities,

After you have diocussed the final version of the appraisal with
the employee, give the employee the opportunity to write his/her
comments about the appraisal in the "FEmployee Comments™ block.
These comments could explain points on which the employee agrees or
disagrees with the appraisal or add information which the employee
feels was not adequately covered,

Ask the employee to sign the appraisal., Before you do this, make
it clear that signing the form does not mean that the employee
agrees with what is stated; it simply affirms that the employee's
performance appraisal has been discussed with Lim/her.

-
C’."t
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The following are guidelines for conducting the kind of performance
appraisal discussion that encourag=s communication between you and
your employees:

* When discussing an inaividual’'s performance, use specific
examples which you have notea auring the year. txamples
will help you avoid unproductive di: -reements wiich might
occur if you just make general stat =nts.

* Pick out the few really important re.ults, strengths,
development needs or unsatisfactory factors to discuss.
Discusaing trivial details will not help the employee develop
or improve future performance.

* In addition to providing your agsessment of performance, ask
questions which require the employee to aralyze his/her own
pertformance. This will tell you more about the employee's
motivation, problems and expectatiors than ycu would learn
by having the employee simply react t« your evaluation. For
example: What parts of your job do you consider most impor-
tant? Most challenging? What aspects of your job do you feell
you perform particulerly well? Where do ycu feel there is
room for improvement 1n your worx?

° Encourage the employee to identify possible causes of any
performance problem. This will provide the employee with an
opportunity to contribute to a soiution,

* Tnvolve the employee in establishing a development plan.
This will increase the employee's commitment to following

the plan.

* aAgk if there is anything you can do to help the employee
produce better results, Two-way corrunication will only
occur if you demonstrate that you are as open to feedback
from your employees as you ace able to proviae teedback to
them,

So that you can effectively communicate your &pp.« sal to your
employees, you rneed to decide which parts of tie »opraisal to
emphasize with different employees, Following are degeriptions of
approaches to two difficult appraigal situations you may face.

T™e Outstanding Performer - Because outstanding performers usually

do not need to improve in many aspects of their present Jobs, you
may feel that there is little need lor discussion beyond a review
of past scu:cmplishments, However, the primary emphasis of an

appraisai with an oututanding performer should be development for
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SECTION TITLE DATE
PFRFORMANCE APPRAISAL: CONDUCTING THE APPRAISAL 10/75
DISCUSSION (cont'd)

future positions. Most of your time in such an appraisal should be
spent:

* Describing what you see as the employee's potential,

* Discussing career opportunities within your department and
in other areas of the Company.

* Asking the employee about his/her career goals.

* Discussing how you can help the employee move to higher
level positions,

¢ Planning specific actions you and the employee can take to
prepare the employee to assume higher level positions.

The Unsatisfactory Performer -~ Though facing unsatisfactory
performers may be an unpleasant task, they are the people who most
need appraisal discuss:ions. Usually poor performars realize that
they are not meeting requirements and need the chance to discuss
their problems.

Before discussing employees' performanc. failures, mention thcse
areas in which you feel that employees are doiug well, You can then
be most helpful to unsatisfactory performers by specifically stating
how they are failing and discussing ways in which performarce
failures can be resolved. The following points may help you conduct
your appraisal:

* Use past performance failures as the basis for planning
future corrective actions. Once you have made it clear that
you view them as failures, do not dwell on the failures
themselves.

* Clearly state your view of the situation so the employee can
respond specifically to the problems you present,

* Encourage the employee to share his/her perceptions of the
problems by asking questions.

* Offer the employee suggestions and information which can be
used to improve performance.

* Involve the employee in finding solutions to *he performance
problems.

* Provide reasons for the employee to chanac itiltudes or
bebaviors.

iGv
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PERFORMANCE APPRAISAL,: CONDUCTING THE APPRAISAL
DISCUSSION (cont'd) 10/75

* Help the employee set specific goals for improvement and
identify the controls (e.g., target dates, follow-up
discussions) you will use to keep track of progress.

3t
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SECTION TITLE DA™ .
PERFORMANCE PACTORS: NON-SUPERVISORY FMPLOYEES 10/75

For each of the factors on the non-supervisory employee's Perfor-
mance Appraisal Form, you will need to use specific criteria to
define strengths, development needs, and unsatisfactory performance.
The following blocks provide examples of observable actions or
behaviors which typify these three levels of performance. Us: each
example as a point of reference; consider other examples ¢. actions
or behaviors which could apply to the factors for each employee.

Strength ~ Meets commitments; willingly goes beyc:.. the normal pro-~
duction requirements of the Job; voluntarily assumes extra duties
when needed; consistently produces a greater than expected volume

of work,

Development Need - Meets most, but not all commitments; does what is
normally expected, but has the ability to accomplish more; will per—
form additional duties, but has to be shown the need for extra work.

Unsatisfactory ~ Does not meet most commitments; complains when
extra work is requirea; fails to produce the volume of work expected.

Strength - Sets high standards and consistently achieves high quality]
results; concerned with getting the Jjob done right; checks to verify
quegtionable informaticn; pays cloge attention to essential details;
written reports are thorough and accurate; detects errors, and
corrects or makes appropriate people aware of them.

Development Need - Is capable of consistently producing high quality
results but does not always do so; sometimes more concerned with
getting the job done, than in doing it right; does not always pay
attention to details; written reports are sometimes incomplete.

Unsatisfactory - Does not set high standards and is not achieving

high quality results; fails to take action when errors or faulty
work are observed; will frequently repeat the same mistake.

Strength ~ Exercises initiative in starting and following through on
assigned work; does not require close supervigion; initiates action
to solve problems without supervisory assistance; steady performance
under work. pressure.

Development Need - Sometimes needs a push to get started and/or main-

tain momentum; doee not always operate well under general guide-
linea ~ needs specific instructions; tendency to check with super-
'visor on too many decisions well within own area of accountability;
looks for more help than needed in pressure situations.
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PERFORMANCE FACTORS: NON-SUPFRVISORY EMFLOYEF~ (cont'd) 10/75%
INDEPENDENT Ungatigfactory - Needs close supervision; has W be told what to do

ACTION (cont'd) |and how to do it; does not take initiative when confronted with a
problem; fails to exert extra effort when the situation requires it.

WORK METHODS Strength ~ Work is well organized and planned in advance; sets and
meets realistic target dates; uses time as eiTiciently as possible;
initiates prompt corrective action when goals are not being achieved

or conditions change.

Development Need - Occasionally behind in work because of inadequate
plans or poor organization of priorities; terdency to over- or under-
estimate commitments and/or schedules: wastes some time on non-
essential work; does not always act promptly to correct work when it
is off-target from goals.

Unsatisfactory - Frequently behind in commitments; does not plan or
or organize priorities; has difficulty meeting deadlines; wastes a
lot of time; fails to see when plans are off-track and does not

correct without direction,

PROBLEM Strength - Is capable of effectively solving problems and making
SOLVING decisions on assigned work withou'. nuperviasory assistance; recognizes

the crucial factors in a problem and does not waste time dealing with
peripheral issues.

Development Need ~ Is capable of effectively solving problems on
assigned work but hesitates to do so; tends to waste time on
peripheral issues when faced with a problem; good at fact-gathering
but hesitant to make decisions.

Unsatisfactory - Incapable of solving problems without supervisory
assistance; decisions are based on incomplete facts and frequently

prove to be wrong.

INTERPERSONAL Strength - Keeps supervisor and others with a need-to-know informed
EFFECTIVENESS about significant actions taken or problems; communicates ideas or

the essence of a problem clearly; gets along well with people in and
outaside of the department/office.

Eevelopnunt Nced - Could do a better Job of keeping others informed;
lverbal communication or instructions sometimes confuse others; gets
along well with some, but not all people; has contributions to make
fout usually waits to be asked.

[Unsatisfactory -~ Palls to keep others informed with current, rele:ant
data; difficulty presenting ideas clearly; cuts others off; talks
labout others in a derogatory manner.
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SECTION T(TLE . DATE
PERFORMANCT FACTCRS: NON~SUPERVISORY EMPLOYEES (cont'd) | 10/75

Streng.: ~ Proficie. 't in methods or skills required to perform own
werky muintaine furiliarity with the operations and concerns of

related areas.

Develoggent_ﬁggg - Some additional schooling or reading would improvef
this individual's effectiveness on present work assignments or

prepare him/ner or auditional responsibility.

Unsatisfactory - Knowledge deficiency is seriously impairing effec-
tiveness of results. '

Strength - Excellent attendance; never late to work without a justi-
fiable excuse; socializing is kept to a minimum; can be counted on
to glve 100% during the work day.

Development Need - Attendance or tardiness could improve; occasion-
ally has to be reminded about excessive socializing; interest in

work tends to have peaks and valleys,

Unsatisfactory - Poor attendance or tardiness record; excessive

socializing - minds everyone else's business; operates only in low
gear.

Strength ~ Seasitive to the need for eliminating non-essential
activities; willingly suggests cost—-saving measures; is not wasteful
of supplies; accurately estimates costs of projects when required
and stays within budget,

Development Need - Needs to develop a greater awareness about

expenses and the need for reducing costs associated with work;
suggestions for change tend to run towards things that will cost
more, not less; frequently under- or over-estimates project costs.

[Unsatisfactory ~ Shows little or no concern about reducing exvenses;
wastes supplies or orders unnecessary, costly supplies or equipment;
costs associated with projects generally always run too fnir.i.

Strength -~ Drive to succeed; enjoys assignments which stiretch
[personal resources; seeks opportunities to build on strengths; aware
of development needs and works on deficienciesj sustains a high level

Jof;interest and enthusiasm.

' D;tiqpment Need - Needs to develop a stronger idealization of the

results that he/she could achieve for the organization and self and
follow through more forcefully; is perceived as being non-assertive;

laware of develorment needs but slow to act on deficiencies.

1740
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SECTION TITLE DATE

PERFORMANCE FACTORS: MNON-SUPERVISORY EMPLOYEES (cont'd) 10/75

Unsatisfactory -~ Lacks interest and enthusiasm for workj difficulty

in recognizing own development needs; does not take action to change
without pressure; defensive about negative feedback from others.
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SECTIDN TITLE DATE
PERFORMANCE FACTORS: MANAGEMENT & SUPERVISORY EMPLOYEES 10/75

For each of the factors on the management and supervisory employee's
Performance Appraisal Form, you will need to use specific criteria
to define strengths, development needs, and unsatisfactory perfor-
mance. The following blocks provide examples of observable actions
or behaviors which typify these three levels of performance. Use
each example as a point of reference; you may want to consider other
examples which could a;ply to the factors ror each employee.

Strength - Bases plans on a thorough analysis of relevent facts and
situations; the costs and benefits associated with proposed actions
are justified in the plan; sets realistic goals and gchedules; plans
are consistent with economic conditions ard the organization's
objectives (long- and ghort-range); gains commiliments of those
affected during the planning process; adjusts plan and priorities as
conditions and demands change throughout the year.

Development Need - Bases plans mostly on past performance or trends
and does not give enough consideration to future conditions or fore-
casts; has tendency to over- or under-estimate comvitments and/or
schedules; costs do not always justify planned actions; sometimes
excludes affected parties from planning discussions.

Unsatisfactory - Doesnotplan or disregards plarning princ.ples:
Jumps into work without regard for recult wanted or how to get i+%;
plans frequently prove to be unrealistic and require substantial
change; fails to gain commitments from affected parties.

Stren - Setg high standards and achieves high quality results
through periodic follow-up with subordinates: initiates prompt, cor-
rective actions when goals are not teing achieved or conditions
change; subordinates understand individual responsibilities and
results expected; resolves individual performance problems in a fair,
firm and timely manner.

Development. Need -~ Some tolerance for letting quality control

standards slip; tends to wait until work is almost complete before
checking on progress, resulting in last minute changes or some key
missed target dates; individual performance problems sometimes have
to be pointed out before corrective actions are taken.

Unsatisfactory - Standards are too low as evidenced by borderline

results, missed deadlines or both; fails to see when plans are of f-

track and does not correct without direction; does n.°t resolve
dividual performance problems.

S
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SECTION TITLE DATE
PERFORMANCE FACTORS: MANAGEMENT & SUPERVISORY EMPLOYEES 10/75

(cont'd)

Strength - Arranges organization units and work for the most
efficient handling and elimination of unnecessary activitiesj respon-
8ibility for results is clearly defined; effectively integrates
efforts of work groups to achieve common goals; oplimum staffing for
results achieved,

Development Need - Soms restructuring of work units or systems
changes would result in more efficient processing of work; needs to
improve coordination between work units; needs to eliminate some
duplication of effort.

Unsatisfactory - Department or office operates inefficiently; too

many bottlenecks regult from poor organization or unattended systems
problems; responsibility for results is unclear; fails to integrate
efforts of work goups; overstaffed.

Strength ~ Provides leadership examples for others to follow; sets
challenging goals with subordinates; delegates effectively and
coordinates many diverse work activities simultaneously; functions
effectively without close supervision; sets the pace. -

Development Need - Maintains too low profile; delegates too much or
too little; has some difficulty adjusting when many different worx
pressures are applied at the same time; needs to take more calculated
risks - a little too cautious; needs to take fewer riasks -~ over
extended in two many directions.

Unsatisfactory ~ Fails to set challenging goals; involved too heavily
in day-to-day work and appears to be unaware of work or people pro-

blems; needs close sSupervisgion; management techniques are not getting
the desired results.

Strength - Exercises good judgment when evaluating subordinates' per-
formance strengths and weaknesses; skilled in providing constructive
feedback; helps subordinates prepare perscnal growth objectives and
follnws through in such ways as congidering development needs when
making work assigrments; development plans are implemented; encour-
ages and supports individual initiative and achievement; good track
record of developing competent people for the organization.

Nevelopment Need ~ Tendency to over or underestimate subordinates’
bilitieq: needs to establish more challenging personal growth oojec-
ives with subordinatesj does not always follow through on develop-
ant plans; should delegate authority further down into the organiza-
tion to encourage more individual initiative; needs to prepare mcre
people for positions in other areas of the organization,
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SECTION TITLE DATE
PERFORMANCE FACTORS: MANAGEMENT & SUPERVISORY EMPLOYEFS 10/75

(cont'd)

Unsatisfactory - Does not have development plans or seek develomment
opportunitics tor subordinates; management practices are stifling
individual initiative and achievement; feedback is not see as help-
ful or constructive by subordinates; poor track record of moving
employees within or ocutside own area.

Strength - Operating efficiently ncar lowest possible cost; doe3 not
make monetary Jecisions at the expense of short- or long-term
business objectives; stays within budget and/or contributes to the
Company's profitability; takes innovative approaches to reducing
expenses or implementing mo: 2y-making ideas.

Development Need - Could do a better job of reducing expenses; makes
monetary decisions which sometimes sacrifice short- or long-term
business objectives; exceeded budget by slightly more than an
acceptable level; should reduce spending in some activities.

Unsatisfactory - Fails to stay within budget; operating costs are too
high; makes monetary decisions which are way out of line with
benefits; is not getting adequate results from money spent.

Strength — Actively seeks minorities and women: achieves or exceeds
plarned stafiing goals; creates sound developmert plans and has good
working relationships with minority and female subordinates; no
complaints from employees about unfair practices.

Development Need — Not aggressive or innovative in achieving minori ty]
and female staffing goals; minorities and females concentrated in
lower class levels; needs to develop and begin to move them up in the
organization.

Unsatisfaclury - Poor representation of minorities and females; high

turnover among minority and female employees; too many complaints
about unfair practices.

Strength - Acts promptly on own initiative when confronted with a
problem; able to create a coherent picture out of both the tangible
and intangible parts of a problem; anticipates longer-range implica-
tions of current decisions; decisions reflect inner coi.wvictions
rather than what may be approved by others; recommendatiions are
usually accepted.

[Development Need - Comprehenaive in analyzing problems in own area of
expertise, but less effective in others; decisions sometimes favor
Eﬁint&ining good relations more than increasing effectiveness; too
ch fact gathering when a prompt decision is needed; difficult
decisions are made only after they cannot be postponed any longer.
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SECTION TITLE DATE
PERFORMANCE FACTORS: MANAGEMENT & SUPERVISORY EMPLOYEES 10/75
{cont'd)

Unsatisfactory — Treats symptoms rather than causes; makes decisions
without facts; insensitive to consequences of decisions on other
units or the future; avoids coming to grips with tough decisionss
paralyzed by data - fails to take prompt actions.

Strength - Is personally well organized; budgets time 80 that the
most important work is finished first and still keeps commitments to
others; takes action without being told and follows work through to
completion.

Development Need - Could do a2 better job of planning daily activi-
ties; overcommits self on appointments; some time wasted on lower

priority concerns when more important work needs attention; some-~

times needs to be told what to do.

Unsatisfactory — Lack of personal organization impairs the effective—
ness of others; wastes a considerable amount of time on non-essentiall
activities; lacks a sense of urgency on high priority work; frequent—
ly has to be told what to do and how to do it.

Strength - Provides appropriate personnel with relevant, timely
information - insures that he/she receives such informaiion from
others; presents ideas in a clear, orderly, of fective manner 1n
both individual and group situations; communicates ideas with
conviction; makes an impact in indirect ways through relevance and
wisdom of counsel rather than by use of euthoritative sanctions;
hears othera out and does not interrupt; confronts conflict when it
arises and resolves differences through effective problem solving.

Development Need ~ Sometimes provides too much or too little infor-

mation; effectiveness occasionally impaired by not being informed;
tendency to continue talking after & point has been made; needs to
be more assertive in convincing others; effective relations with
some people, but conflicts with others; has contributions to make
but usually waits until asked; too quick to compromise when conflict
arises.

Unsatisfactory - Pails to keep others adequately informed with

current, relevant data; difficulty presenting ideas clearly; avoids
conflict or becomes defensive if challenged; cuts others off.

Strength - Written communications are clear, orderly and grammati-
cally correct; reduces complex issues to simple termsa; written
reports and recommendations are usually accepted with only mincr
changes required.
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SECTION TITLE DATE
PERFORMANCE FACTORS: MANAGEMENT & SUPERVISORY EMPLOYEES 10/75
(cont'd)

Development Need - Written communications are occasionally rambling
or vaguei needs to be more sensitive about some audience levels;
ideas are generally good but needs to improve ability to express or
sell them in writing,

Unsatisfactory - Written communications are frequently poorly
organized and confusing; insensitive to audience needs; many
complaints from others about the quality of reports or letters,

Strength - Demonstrates a high level of proficiency with methods,
techniques and skills required in own area of expertise; maintains
familiarity with the operations and concerns of related function..

Development Need - Some additional schooling or reading would
improve this individual's effectiveness on present work assignments
or prepare him/her for additional responsibility.

Unsatisfactory - Knowledge deficiency is seriously impairing effec-
tiveness of results.

Strength - Comfortable with new methods and not wed to old ways of
doing things; generates and acts on new opportunities; stimulates
others to contribute new ideas; capable of handling a wide range of
assigmments,

Development Need -~ Too comfortable with familiar methods after they

are no longer practical; slow to react to the need for necessary
changes in operations; hesitant to take on new or different assign-
ments.

Unsatisfactory - Objects to new ideas before they can be explained;

fails to react to the need for necessary changes in operations; ’
lack of flexibility severely limits agsignments this individual is
capable of assuming, :

Strength - Drive to succeed; enjoys assignments which stretch
personal resources; seeks opportunities to build on strengths; aware
of development needs and works on deficiencies; sustainu a high level
of interest and enthusiasm.

Development Need -~ Needs to develop a stronger idealization of the

results that he/she could achieve for the organization and self and
follow through more forcefully; is perceived as being non-assertive;
aware of development needs but slow to act on deficiencies,

Unsatisfactory - Lacks interest and enthusiasm for work; difficulty

in recognizing own development needs; does not take action to change
without pressure; defensive about negative feedback from others.
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